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9 Juna 19h8 
MEMORANDUM 
SUBJECT ADM LVESTRA TION AND. MANAGEMENT, rg 
General 
le Administration and Kanagement (A & K) 18 charged with matters per 


taining to budgetary saotion, accounting and fiscal support, logistics and 
ees and management. It is a moderately large unit of some 


Since the weparation of Reference Center and ita reconetitution | 


aa Uilice of Collection and UissemLnation, A & H hae four branches, 1..@., 
Budget and Finance Branch, Services Branch, Personnel Branch and Management 
Branch, . 


2. enlisted in the reguler 
Army at— a iy had riaen to the tamporery rank of Colonel. 


He retired from active service in 1947 as a meter sergeant at the age of 
h2. Hie background appears to be mostly adainistrative, and he is probably 
4 oapsble administrative officer. From severe) telkea with I 
would judge him to be shrewd and somewhat caloulating, with a desire for 
power and ability to have bie finger in eve ple (thie may be elightly . 
colored by outside opinion, but pa eas me that he considers hin- 
self aa a combination of G-1, G-3 and Gk). I believe him to be determined 
end anbitious. 


36 I have talked with 
hin tw oa and he has made no very clear impression. I believe he admires 


and le imbued with the A & K spirit. 


Budget and Finance Branch 


1. Ghief of the Budget and Finanee Branch is Edward L. Sgunders, BSC 
and MSG, Southeastern University, Washington, D. OC. Sgunders has a long 
background of Government experlence, mostly in affeire of budget and finance. 
He appears te be a rather mild man, perhaps slightly lacking in force, but 
he is enthusiastic about his job and, I believe, knows hie business. Me 
cleims that his relations with the Bureau of the Budget and the GAO ere ex~ 
cellent, that he has never had a budget pared down, and is confident of 
his ability to obtain eupplesentary funds when necessary. His neh is 
divided into three divistons, totalling approximately. 


2. i$ Divisio 


thie Division is responsible for preparation of the annual budget 
and for handling of all CIA budgetery affairs with the Bureau of the 
Budget. They also coordinate with Management Branch in the establishnent . 
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ef ceilings. ‘Saunders discussed briefly the various steps in preparation 
of the budget. There are vwerious hidden items which CIA guards jealously. 
Saunders also told me that he would be delighted to show us a covy of the 
complete budget, out he felt that this ought to be done cn # high level. 
If the Committee ic to vee the budget as a whole and go into the various 
items in its comporition, I feel thet one of the group should take this up 
with the Director. 


25X1 


3- Fiscal Division 


This Division deals exclusively with budgetary and accounting problems 
of O80. This needs sore amplification but, needless to say, Ssunders did not 
want to digenss such funds in detail. . 


Services Brench 


1. This Branch, comprising five main divisions, is responsible for house- 
keeping functions and legietic support for CIA. It consists of apcroximately 
(pera. Chief of the Branch is who apnears to be 25X1 

Feeful and, as far as I could judge, efficient. fag a backcround cf 
Government work since 193) and was in OSS from 192 up until his essi coment 
te CIA. 


2. Trensoortation Division 


ie responsible for operating a motor pool for transportation purposes, 
and algo a pool of 2) trucks for delivery of supplies and equi t in 
Washington, and else the cecasional delivery of equipment ee eel 25x11 
fe esbarkation points for shipment to fereign installations. 
3. Reproduction Division | 


Thies Division handles all reproductions consisting of photostats, 
gioro-filas, photegraphs, uleeogrephs, FBIB material, ete. Printing is 
done by a GPO unit which handles costly (Ia and State Separtment products. 
All personnel are fully cleared. in March this Division 25x71 
processed aporoxiaately |,600,000 reproducti kinds. 


Thie Division handles all bids, contracts, requisitions, purchases 
and supplies, They ere alao responsible for packing end shipment. 


5. Property Control Division 
Is responsible for property accounting procedure end the maintenance 
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6 Services Division 


Is responsible for ceurlers, interior telephone maintenance, space 
gontrol, bullding maintenance and administretive activities in relation to 
moving FSIS installations abroad and in this country. 


7. The Services Branch is vitally interested in the possibility of 
more centralisation. [____] told me that at this time CIA had some 100,000 
square feet of apace in 19 buildings. ome aunths ago, studicss sere sede 
of various locations and building -stizates with the idea in sind of putting 
all of CIA under one roof, They were unable to find a spot centrally located 
which thoy considered adequete, and they diacovered thet a building of the 
type necessary would ooet approximately The :lan was temporarily 951 
shelved as it was felt that the time was not propitious to emberk on such a 
project. 


Personnel Branch 


2. This Branch is primarily interested in recruiting, saintaining per- 
sonnel positian control system to reflect budgetary, classifieation, and 
organizational status of all positio It_ also provides medicsl end employee 
relation services and bas approximately a Williaa J, Kelly,25X" 
Chief of the Branch, is a young man of ok an gree at Boston 
College in Political Science and Business Aduinistretion. From 1940 until 
his assignnent to CIA in 196, he had diversified experience in various 
Government departsents. Ne was aleo Chief of Parscnnel?ih the ETO and MEDTO 
daring 1945 and 1946. I have hed several talks with Kelly and find hin a 
hard-working, enthuelastic individual, who is aware of the many difficulties with 
which his Branch is confronted, and all in ell, aade a favorable impression on 
me. Incidentally, although recruiting and personnel problems are a very sore 
point throughout CIA, I have never heard any criticism of Kelly personally. 


Ze Problems of recruiting and turnover of personnel will te discussed 
later on. 


Managenent Brangh 
25X1 


1. This Branch e -nducts over-all management surveys, supervises organi-~ 
sational aatte 8, and vides A 


de emnent S 


These surveys are not produced at regular intervals but only in 
apecific 1 oes as required by the directorate or the Exeoutive for 
Ae. elaims that his Branch keeps closely in touch with day to day 
operations and suggests from time to time improvements in methods and pro- 
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eedures, 3¢ that a ccmplete survey ls seldom necesaary, He feels thet the 
functions of his Hranch should be more preventive than curative 1: neture. 


3 Operational Analysis 


A systea has been devised for the varicus cffices to report their 


(activities en a monthly basis. These reports are summarised anc presented 


graphically where possible by the Brunch with the intention of showing 
trends in inteliizence production, requests for collection and dissemination, 
ete. Only four copies of thie report are produced, and it is very jealously 
guarded, 


4. One always {eels that a management branch, tc justify its existence, 
mast have 2 tendency to continually ovear-manaye, Howey-r though 
young end fired with creat seal, atteapts to approach his pra with 
moderation, 


Orit of Administration and Mace n 


l. Criticism of A & M necessarily comes from inside CIA and, ore 
specifically, from 00 end ORE. There is @ eonsiderable amount of criticisn 
on such minor matters as space, delay in obtaining eupplics, etc. There are, 
however, five major subjects which are worthy of discussion. 


2. The orinciple criticisn leveled a-ainst A & Mis to the effect that 
there has been ereated by Acaini stration a virtually impenetrable layer 
between the [ireotor and the Assistant Lirectors for the operating Ofllees, 
and that personally wields fer too much authority and hes become 
the closest and most iaportant advisor to the Director. This sriticiem would 
eppeer valid. The whole question of staff levels seems to be areng. Whereas 
in théery the Executives and Assistant Tirectors are on the same level, in 
practice this is not 80. Whether by chance, progressive enercachment, or 
deliberate usurpation of prerogatives and power, thea Executive for A & M has 
become the aust influential staff menber, and the Assistant Directors find 
themeal.ves on & somewhat lower level. The fact that CIA is so decentralized 
dnereases this difficulty as the Assistant Directors ars Located at a con— 
siderable distance from the Director. fo my mind, the Agsistant Directors 
of the operating Offices should form a close advisory group to the TMiractor, 
At the nresant time, this does n-t appear to be so. There have been so 
many directives for procedure issued, and 8: sany channels for reporting 
have been est up, thet it le very difficult te forword important papers to 
the Iirector and receive favorable consideration. There appear: to be 
very little discussion on major problems between the Director and Assistant 
Direetors, an I am told, that, at present, the weekly staf! meeting consumes 
less than half an hour, enc that no current problems are discuased in detail 
at these meatings. The success of CIA will depend upon the efficiency of the 
epereting Offices and not upon performance of A & M. 


3. There ie criticism of the predominance of Service end Stete pe:sonnel 
in high bracketa, ard the fact thet replacements ar2 frequently sede from 
outside and not by promotion. Tis eriticiem would also eppear valid. At 
present, key slots sre reserved for approxinately[ |repraszentatives of each 
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ef the Araed Services anc or State Department. The Service ;arsonnel © 
uestionably consider their assignment to CIA as a two-year tour of duty 
claims thet this constant change brings in new personnel . 
with fresh ideas who cre in touch with the latest Service thidin;. On the 
other hand, I believe that it mst destroy continuity. It also means that 
occasionally replacement in these reserved slots are made by selection of 
a Service or State representative with too Little consideration of the fact 
that there may be better qualified civilian personnel available. #hen re- 
placement ia made from outeide Ln this manner anc not £hrough promtion, it 
tends to discourcge CIA personnel. For instance, who was 25X14 
Gen. Sibert's Teputy in 00, has been promoted to be Asaisten rector in 
General Sibert's place. Howaver, his Deputy, instead of saing brought 
through the ranks, 1s going to be procured from one of tha Services. 
eleias th. t graduslly the number of these Service slots will be whittled 
down from the present fee Unquestionably, there should be 
some Service and Stete personnel in CIA, but thoare is e very grave question 
in ay mind as to whether the present nuaber is not fer too large. 
sige of A & M has often n criticised, and it has been steted 
I am not quite 25X11 
gure whether tois_criticiam 16 > ag 8 on personnel figures 
of approximately] for A & MW and approximately for CIA. Reference 25X14 


‘Center has teen removed from A & M (although 1% unquestionsbily remain 


very much Within the[_ [sphere of influence), which will reduce the 

A & M personnel to approximately[| | The CIA figure of does not ine onyy 
glude 350 personnel. If the 050 personnel figure were tnclu in the CIA 

total and Keference Center were deductad from A & M, the resultant ratio 

would be very much mo:@ favorable to A & Me On this comparative wasis, the 


gine of A & M deos not appear unreasonably large, and Lt is probable that 


A & & Le ac-omplishing ite normal alesion of service, supply, personnel 
procurement, etc. in an adequate manners 


5, FPergonnel recruiting within CIA aleo seems to be the subject of much 
unfavorable comment, snd the proportion cf turnover hus becn mentioned 
several times. Actually, for the veriod 1 Februsry 19:7 through 30 April 
193, there were a tetel o separctions. This figure does not include 
OSO. Curing the same period, accretions amounted beth through 25X1 
recruiting and absorption of entire units such as the Map Division of ORE. 
Recruiting, however, does present many difficulties. At the present tine, 
there is a noticeable shortage cf clerical personnel and severe conpetition 
between the various Washington Departments and agencies. Yew and temporary 
agencies such as ECA are asking drives for clerical personnel and, in some 
cases, ere cble to offer them better positions than the existing departments. 
Kelly, Chief :f the Persone) Branch, has been in clove eentact with achools 
in Washington and feels that upon graduation in June, he will have between 
100 and 150 candidates lined up. I feel that he is doing everything sithin 
his power to solve this problem. Recruiting for ORE, 90 and SO also presents 
problems as requiresente in many cases are specialised. For instance, 50 in 
their Branches require a lerge number of people 
aith @o or wore language backgrounds, some intolligence experience and, in 
wany cases, considerable area knowledge. As aany of these people are foreign 
born, thea security question is rather acute. This, to a certein extent, is 
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Approved For Release 2003/1 0122.x¢:14-RDPREBOOZ6sROONMoRUDdG-7 


Approved For Release 2003/10/22 : CIA-RDP86B002 000500050059-7 
aleo true of ORE. Kelly feels that he is tapping eVery availa souree. 
le is combing the lists of reserve OWI, Air Intelligence and iPay TIntelilizence 
effices. He is in close coutact with many colleges and universities and 
other institutions in the country. His Branch hes manned, for instence, 
the list of ECA applicants, He now has recruiting teams thet travel about 
the country calling on colleges, large banks and corporations. The reoruiting 
problem in a new and growing organisation is always difficult, but I feel 
thet tha program, given time, may show results. 


a. SECRE? 


6. As is usually the cose, there has been criticisn of the difficulty 

in obtaining promtions. Kelly etates that Personnel Franch only checks 25X14 

promotions on the basis of available slots end time in grade, and he says 

that about 90 per cent go through on recommendation cf_the Prench Chi ef. 

This be true, but on the other hand, I am told (eae) 

25X1 aed that CIA has changed, more than once, the nh grade re- 

quirements. one specific case, he stated that they hed taken om a Pel 

with the understanding that within six months he would be promoted to PoS. 

After the man had been hired, tine in grade requirements had been changed 

te a year and later 15 months, so that as far as I know, nan is ' 25X14 

still 0 Pl. By and large, however, promotion problems are probebly not 

more acuts than in other departments and agencies. 


Matters thot gib uire Further Stu 


1. Whether the Executive for A & ¥ occupies too powerful a position in 
relation to the Assistant Directors. 4 

2. Khether A & MW has become a barrier between the Tirector and the 
Aasistent Directors, thereby hincerlng the Assistant Directors in the per- 
formance of their normal function as close advisors to the Director. 
Whether this 1s due to red tape, channelizing, physical decentralization 
of bulldings, personalities or other reasons. 


3. That the question of Service and State slots is ona that aerits ‘ 
attention due to the attendant l«ck of continuity in higher brackets brought 
about by the return of such personnel to their parent Service after a two- 
year tour of duty. 


. thether it might be wise to further review the recruiting progrem 
dn light sf clerical sersonnel problems and the difficulty through special 
qualifications of recruiting for ORE, 90 and O80. It is admittedly a 
gifficult thing to make a survey of 8 personnel program, and the Chief of 
the Personnel french dees appear to be energetic and to be attempting to 
tap every sources 


25X1 


25X1 [ 
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MEMOAMUUH, PAR: Tnterdevartaeial voordiieting and Planning Start 


Le GAPS 1g a aurvivoy of the ivorver conception of the Central 
Intelli eree Group ac s cooperative interdepertyental enterprise, Ite 
members are all appoluted as reqvesentatives of their respective 
agenoles, wth th» function af advising the Mreeter of Central Intellij 
gonoe on tha coordivation of interdepartaentel activities af tha IAC 
agencies. The euegiany neh: es the followkng: two from State Depart 
mart, including Shirwan of ICAPS, one Navy oaptaln, one ray 
colonel (past rote vacant), two Air roree colonela. 


: 
i 


2 IGAPH hag the responsibility of acting as a Sootetariat far 
the IAG and, gonmraliy, advieing the Mrecter of Central Intelligence = 
on the coordination of dnterdepartmental activities. Watters now ' 
ponding befare £t include the following: the preparation of a standard 
operating procedure for the clearance of papersy a State beparteent , 
plen for the creation of sclentific attaches, which bas been undex ; 
consideration for many sonthsy, @ proposed intelligence directive rey 
ing @sellection of intel MMsences t.o program for the production of 
mtlonal intelligence surveys (hindbooks of basia intelligence); a plan 
fex the preoaration of intelli -ence production sthedules. In addition, 
vou Of the members of ICaPG have special responsibilities. The 
Guidrman, ire Chilis, represents CIA at the meting of the No¢ staff 
for praparation of HSC pepers, out is sovetiaea accompanied by representa~ 
tives of ORE, The othr dtote lepartaent newher of ICAPS representa CIA 
on @ GANACG Subconmndties noncerned with plans for psychological warfare 
organizatione Ong of the Air Fores aembers of ICAPS, while performing no 
active ICAI aervice, spanie most of his tice aa a UA Maison offieer 
with the Joint Intelligence Group? of the Joint Chiefs of Staff, 


3- Thore is general Soreqasent approaching uniiimity that there Le 
an important job of “Lnterdepar t mental coordination to be dom which LCars 
is not doing and which ite conbers are not quilifMed teda, Griticisn 
ef ICh?S, both within GIA and outside, 1a considerable. Inside CIA 
there is much resentmant because of the fact that IOAPS or its nembere 
represent OIA in mary interdepartacntal matters that could nore effectively 
ba hantled by the opersting sections of CTA, Thue it is regarded, in 
part, aa an inetrument vhich serves to keep the oporating eections away 
trom set 2 1 , ¥, 

Pity Se paver bend Se eet nt Sta cnt asta ot a ay 
3 seans to be vaeerhania tha . the members of IGAPS are, on tha whole, 
inconpatent, Affecting this situation, however, is the fact that the 
whole interdepartmantal machinery for coordination of intelligence ie 
not working properly, and tie ineffectiveness of ICAPS is largely a 
reflection of the ineffecti Bite of the Intelligence Advisory Comms. ttes 
as pointed out above. SEGAL: i 
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and Planing Staff 


conpe tent 1. However, ven if these conii were met, it 
is to serious doubt whether a staff auch as IOAPS can more effac- 
tive. coordination than the competent 


assistant Director for the Office of Research and Estinates, in which 
he proposed that a staff council, corprising the asaistant directors 


the Director. 


SECRET 


Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7 


OUR 


Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7 
OFFICE OF THE SECRETARY OF DEFENSE 


10 fine 1528 


MEMORANDUM? BEEP INTELLIGENCE ADVISORY COMMITTEX 


1. ‘The IAC created by NSC Intelligence Directive No. 1 is a 
successor to the former Intelligence Advisory Board which existed dur= 
ing the life of the Central Inteliigence Group under the National 
Intelligence Authority. Seme of the present difficulties concerning 
the TAC ean best be understood by reference to its development out of 
the former IAS. 


2. The IAB waa created by the Presidential letter of 22 January 
1946 which set up the Central Intelligence Group. This letter was 
implemented by NIA Directive No. 1 of 8 February 1946 which provided 
that CIG shall be considered, organized and operated as a cooperative 
interdepartmental activity". The NIA directive also established the 
composition of the IAB and provided that "all recommendations, prior 
to submission to this Authority (i.e. NIA) will be referred to the 
Board for concurrence or comment". The general effect of this situa« 
tion was to give the IAB a position coordinate with that of the Mrector 
of the GIG, stemming from the same authority that controlled Cid, 


3. The National Security Aot which created CIA made no reference 
to an Intelligenee Adviaory Committee, although it included, among 
its general provisions, an authorization to the Director of Central. 
Intelligence (as well ae to other officlala created by the Act) to 
appoint such advisory committees eas he deems necessary, When, least 
fall, discussions began as to the setting up of an advisory conmittee 
to work with the Director of the Central Intelligence Agency oreated 
by the Act, two divergent polnts of view were brought out in sharp 
opposition to each other. On tha one hand, the Director of Central 
Intelligence held that a new IAC should simply be created by him by 
virtue of the general authority granted him under the Act, and that 
this Comnittee would be turned to by him for advice. The departmental 
agencies, on the other hand, held that a new IAC should act in a sense 
as a board of the directors to the Director of OI. They refused to 
accept meambership on an advisory committee simply set up by him and 
agreed to serve only on a Comuittee created by the National Security 
Council. ‘The Department of the Army was particularly adamant during 
this controversy. 


| 4 Finally, after several months of discussion, the present TAC 
was created by NSC Intelligence Directive No. 1, of 12 December 1947. 

In the words of the Directive, in order "to maintain the relationship 
essential to coordination between tha CEA and the intelligence organiza~ 
tions, an Intelligence Advisory Committee ... shall be established to 
advise the Director of Central Intelligence". Under the Directive, 
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the Director of Central Intelligence is required to obtain the views of 
the IAC before making any recommendations to the National Security 
Council pertaining to the intelligence activities of the various depart- 
ments and agencies. In the event of non-concurrence one of the 
Members of IAC, the problem is to be referred to the National Security 
Council for decision. ‘The Members of the IAC, sitting under the | 
Chairmanship of the Director of Central Intelligence, consist of the 
respective intelligence Chiefs from the Departments of State, Army, 
Navy and Air Force, the Joint Staff, and Atomic Energy Commission. 


§. Itis not clear, even to the people in CIA, whether the IAC 
has held one or two meetings since lts creation; in any case, no more. 
The one meeting which is clearly established was called on the initia- | 
tive of the Executive Secretary, NSC, to discuss a specific question 
pursuant to the wishes of the RSC, (This question was that of har to 
protect the intelligence agencies from being required to disclose confi- 

a dential information to Congressional Gommittees). The IAC has never met 
to consider: actual foreign intelligence situations and intelligence 
estimates, although Admiral Hillenkoetter seems to be somewhat confused 
on this point and has mde statements to the contrary. However, the IAC 
has cleared and submitted to the NSC eight National Security Council 
‘Mrectives, which have been approved by the Council. 


i 
6. In practice, JAC action has been carried out through the 

routing of papers for concurrence and by the delegation of responsibility 
for the preparation of intelligence dilrectives.,and other interdepart~ 

- mental tntedlagence papers to a Standing Committee comprising 
representatives of each of the IAC agencies, usually from the plamning 
eteffs. This Standing Committees has just recently considered the 
advisablilty of further delegating its responsibllities to a subcommittee 
under it. 


7. THe fact is that the IAC machinery has not been effective in 
promoting interdepartmental coordination, and there seems now to be a 
feeling, at least in CIA, that it is preferable to avoid meetings which 
usually give rise to formal statements of position by the various 
representatives and, instead, to use informal channels for obtaining 
approval of necessary papers. 


8. One fact contributing to the failure of the IAC has been the 
eo-exletence of similar bodies, comprising somewhat the seme membership, 
with isportant responsibilities in the intelligence field. The member-— 
ship of the 0. 5S. Communications Intelligence Board is. almost the same 
as that of the IAC, and the four Members of the Joint Intelligence 
Comnittee are, at the same time, four of the seven Members of the IAC, 
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9. The basic weakness reaches back to the unwillingness of 
the IAG Menbers to give their full cooperation if they are to he 
purely advisory and the absence of strong CLA leadership which would 
ba necessary to overcome this unwillingness and make IAG effective. 
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15 June 1918 
| SECRET 
MEMORANDUM 
SUBJECT s Exeeutive for Inspection and Security 
_ General 


‘for the proteotion and security of 211 classified documents, installations, 


i ( 
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i. The Executive for Inspection and Security (I & $) is charged with 
formlating and supervising the implementation of security policies per~ 
taining to the safeguarding of classified information, the soqurity of 
operations, peraonnel, equipment and inatellations of Clay epecial in- 
spections and investigations as directed by the Directors seourity clear- 
ance of all persomels exavinetions and audit of all CIA fiscal transactions, 
I & S,with at precentt— Jon duty, has two main branches, namely, the 
Seourity Branch and Inspaction and Audit Branch. : 


2. Cole Sheffield Edwards, Executive for I & &, is a regular Aray 
officer with a diversified background. I have known Col. Edwards for the 
last five years and I consider him an intelligent, enthualastio and capable 
officer. 


3e [._____] 48 Beputy te Colonel Edwardes Mr.(7____] hae 
#pent the years batween 1929 and 193 in the banking business and from 19h3 
to 1946 was in the Marine Corps and OSS. I have had several talks with | 
Myre [__fand he also impressed me favorsbly. — 


25X1 


Security Branch 


1. The Security Branch, in general, is reaponsible for the development 
and enforeing of security regulations governing personnel, property and 
intelligence materiale. It ia also responsible for the couduct of special 
investigations, liaison with the FSI, and investigation and security clear~ 


ance of parsonnel. The Branch has on duty some and is divided 
into Physical Security Division, Investigation a Security Contrel 
Staff, Sy 


2 MeL | Ghief of Secyrity Branch, was with the 
Department of Agriculture from 1930 to 1936 and with the Department of 
State es a eial avent and security officer from 1936 to hie assignment 
to CIA in 1947. Ihave had several talks with([ | and believe 25X11 
him to be capable. é 


3 Physical Security Division 
This Division is rasponsible for directing the program designed 
equipment and personnel. More specifically, it La responsible for pase 


control, PRA guards, day and night inspections, security procedures, finger 
prints, photographs, etce 
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h. Investigation Iivision 


Includes a Personnel Security Section, Appraisal Seation and 
Edaison Section cherged with: 


aCRESER clearance of personne} 
néucting exit interviews 
Idaison with other Government agencies on security questions 


Appraisel of recruited personnel, based on security checks 
and other information 


enc o ® 


$e Seegurity Control Staff 


Ie to ell intents and purposes a policy and planning group. Its 
duties -inetutie: 


(a) Develops, in cooperation with other Government azencies, 
enifora security control policies and practices 

(e) Prepares over-all security control policies for the 
collection and dissewination of intelligance materials 

(e) Develops coordinated security programs for regulation of 
internal security practices 

{4} Plans specific security projects as say be directed by the 
Director 


Inapection and Audit Branch 


kL. This Branch conducts audits of the manner in which special funds 
are used and makes reports of financial transactions involving special and 
funds. It also conducts inspections to ascertain the adequacy and 
effectivengss of service and support. The Branch has only[  |persons snd 25X14 
is broken down inte Audit Mvision and Inspection Division. 


a to Colenel Edwards, is alse Chief of the 
Inapection and Au Branch. 


3. Audit Division 


This Division is responsible for the conduct of audits and special 
examinations of youchered and unvouchered funds, They do general periodic 
audits. They also prepare reports for the Director and make reconvendations 
on policy regulations and procedures for greater efficiency in accounting and 
budgetary activities. 


h. Inspecticn Division 


This Division is responsible for the conduct of inspections in the 
United States and foreign countries of all installations, including % and 
056, ‘They make annval zeneral inspections and auch special inspections as 
may be directed by the Director, During the reorganization of SCD, the 
, ction THvision was sseigned the function of determining timeliness and 
quality of CIA output. Col, Edwards states that due to his request, this 
fanection has now beer reassigned to ICAPS. ae 

seCRET 
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: MEARE 


‘By 1 August 1918, there sar be organised and opersting within Cla 
el we ut to Band] 5 ier 


be ieies 


25X1 


ill be neseasery to set up 2 omell ada! ve 8 nT 4&& and the 
whole branch, including investigators, clerical and edmivistrative personnel, 
25X1 - wld teteal ahout This is in addition to the present I 4 & . 
25X1 peraonnel figure o mtdoned in the first paragraph, It is hoped that 
25X1 they will be able to handle L:_ presrences @ month, and that by October of 
this year, the time for a single dearance will be reduced to between five 
and eix weeks. Col. Edwards estimates thet on a yearly basis, clearances 
25X1 will amount to around There is in the file for I & S 8 more detailed 
memorandum on this a ° 


Griticiens 


The functions of I % $ are primarily routine and, therefore, one hears 

Little ecament, ‘There is, however, one universal criticism in regard to the 
in security clearances, Until 1 Janucry 1918, these clearances were 

led by the FEI and wore teking, during the later aonths, approximately 
i weeks. In October, 1947, the FBI stated that they could no longer handle 
CIA clearances and an eventual deadline was set for 1 Janusry 1918. The 
reason for this terminstion was the claie of FBI that their workload had 
peen materially increased by Government loyalty checks, ECA clearances, stce 
Mo attempt was sade by CIA until after the first of this year to set up 
their own clearance organization, and this unfortunate delay hes resulted 
in the practical stalling of the processing of recruits, I am told that, 
the Pirector was in hopes thet Mr. Hoover would reconsider the FRI position 
in reletion to clearances and wes therefore reluctant, at an early dete, to 
initiate steps to set up hia own clearance branch. During the interim 
period, there hes been an attespt by CSO to aid in clearances but this has 
been most unsatisfactory. 


1. S@eurity clearances as mentioned in the previous paragraph. T am 
in some doubt ag to whether it will be possible to persudde FEI to once more 
take on CIA clearances and at this late date with a CIA Clearance Sranch well 
on its way to being esteblished, it aight be impractical. Howev-r, I do feel 
thot s CIA clearance should be on a much higher priority level than Government 
Leyalty cheeke, Undoubtedly, FBI is better equipzed to handle such clear- 
anees, and the creation of the CIA branch is a costly duplication. (I om 
advised by Col. Edwards that the cost of a full clearance under “JA will be 
apsroximately $200 as compared with 7100 paid to the FBI), In consideration 
ef this duplication ond expense involved, the clearance question, even at 
thia late date, might warrant some thought. 


oe 
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f some designation 
al be given to the ereation ¢ hin 

P = phoney a Gk At the present tise, all cla ee Snag 
pel ras aul ‘Phere are signs in some corridors with arrows peters hs 
and mointing to CTA of All personne 


an @ 5 organization &8 ge as - 
jon, and the oon pention 
% to provide any cover designation, 
af Pa a re ct ate such an agency, ereated by statute, : oe 
. : te under its real degignetion. However, the question 


ted with CIA? During the 
" yn? Can they be in any way connec 
cal 6 sh security question wight be investigated. 


| 
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ZL dune .1948 
MEMORANDUM FUR FILE 
SUBIEGT 4 The Office of Collection ani Plesextnation 


te The Office of Collestion and Hasemtnation (00D) perform: for 
OIA the internal service of handling requirements, collection and die- 
#seninationy maintaining a referene librarys cresting and miintaining 
various indices and registers, It is algo called upon to perform coamon 
services. Under the broad coordinting function generally assigned to 
25X1 GIA under HSCID Bo, J andl) «OCD aacepta requirements from 
outeide aguncies and supervises tho ocllectien and dlanemi nation of the 
pi sa Ponpeigaeaired Under NGOID ay es eet wu the : che 
ty for tha maintenance bho. on Lo gn 
ecientifie ami technologieal personalities," Thia, needless to aay, 
in & common service. OCU also performs comon @arvleas through ita’ 
isbrary, foreign industrial reglater, reading center, ate. Although 
OCD ie charged with certain duties in relation to coordinating collection 
of intelligence, no outside agency ie prohibited from direst Matson with 
hf or more agencies outside of CIA in regard. ts collection and disaemina~ 
tion 


2, OCP performs functions vital to operations of CIA, both a 
ant externaliy, but ite hietory has been varied and unsaties Since 
inception, it hag bean constantly orlitioised br other Offices wit GtA 
and by agencies cuteide of CIA, Due to thie rising tide of oriticion, 

_ Merk genent Branch made a survey of the Offloe sone months age with the 
25X1 Yasult that, upon retirrent in Nay, OCD wae marged with 
Reference Canter ne tive for Adminietration and Hanagemant. 
Thia lasted several. nee and then the eosbined Reference Center — OCD 
Was reconstituted on the Office level aa te Office of Collection and 


Dissertations 

3« The original OCil, with some — three 
ro Le Quy Heguiraments on eotion neh ant Oisgeninetion 
Branohs ; 


Functions Sentadeds 

(a) Foruvlation of polteles and procedures relating to collection 
and dissonination of intelligence and ieplemsnting pradedures estab« 
ldehed in accordance with NIA policy. 


(b) Contimel surveys end contacts anong f federal — +o 
aevertain what inteligeme they nead but cannot supply from their 
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(eo) Determination of the collection and dissemination recuire- 
mente for intelligence to mect needs not currently satiafied. 


(4) Deternination of whether collection and dissemination se~ 
ty CIA aotion has boen adequate and tisely. 


fe) tion, @oordination and sal aa 
Pm rps procescing of all requirenents 


(f) Ixcumnoe of’ necessary collection directives. 


(g) Anmlysing collection capahilitics of governsen 
repertiog services. , Pee er 


(h) Reception and review for dissexination of all +4, 
received in, or prepared by, ClA, ia 


(1) Preparation of drafts of dissemination oniers. . 
(3) Maintenanee of a reading center. 


Son och 
is The new OCD is attempting tostresaline procedw'e, Mach af the 
paper’ work and > and planuing, have Leen clininateds 


lop 
mest deternine policy in relati.n to constantly artai it 
afin aim is to axpedite collection and at esundeati oa. nee err 


“Ze OCD does not determine priorities, Go requiremente necessi 
field collestion 1% aceapts ani passes on the priority estab ished agg 
requveting agengy. Tia would ap,ear to be the best solution ag QCD is not 
= Popa gpat-ce mare between ORE, State ani the Services, 
Morecvar, alt on © rarely receives similtaneousl; 4 
wore eolleeticn directives with the same priority. ah 


3e Under the t plan, CCi (combined OieReferencs center 
25X11 expley sous consist of the following seven aiginae 
25X1 
ie trial Register 


Blogrephioal Register 
$3 Graphic Keterials Civision 
laprery Mviston 
g) IWdaisen Mvision (Oli oi) 
4s Or. dames HN, Andrews, former Giief of eference venter, is Assistant 


idregter, Office of Colisetion and ULesenination. Andrews ig 2 orofes<ional 
ogist and was Dr. Hooten's assistant at harvard, (oy nd Soialag Cla, 
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He is havin: a difficult and confusing tise in eombinming OCD and Reference 
Center. Jam iad to mmy that “is main idea fe te cut red tape. He drives 
himself hard, le uxjvestionably able, open to reagon om! suggeation, and I 
believe wil’: do a good job with Och, 


25X41 5s Clits fepaty Asatetant Director, []25x1 
old, is a graduste of i:-st Point and a regubr Air Fores officer a 
goou record. He vas Chief of the Collestion Branch of the old OCD and ia, 


therefore, “ell acquainted with past troubles and future hopes. Think he 
should work wel) with Andrews. 


Son tral Index 


: Thie is a reference iniex of ali librery an’ grapiie material 
held by CIA, It is the imtention to also build up an intex of such materials 
held outsiue of CIA in Baahingrton and other parte of the country. 


25X1 


- Foredgn I t Revi ste 


M111 intlude as much informtion as possible on foreign industry, 
transportation syateme, minerals, petroleur, etos 


25X1 


ig y 4 


$411 be the custodian of ‘all graphic caterialg such as maps, 
photographa, etc. It wil] also ‘nelude an index where such materiale not 
held by CIA can be obta: neds 


idbrary Livigion 


This uivision will perform a ceneral librar:; function, It will 
have physics] possesaion of sore than 4,000 reference works and #il] slso 
have on hand files of all CLA >rocuct and also material derived from other 
arvencies, 


le The Sequiranents “ranch (the old oc ) hag been virtually 
eliminated, an! ita remain.ng fumetions are vested in the person of 
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25X1 el who is the Chief of the Iiaison lMvisions All requiresants © 
received by OGD are precessad by if tuey are purely documentary 25X11 
in mature, they will be handled IY iy the Library Division or one of 


tho registers. Pre Androws pea carr that approximately 50 per cent of the 
requadte to OG) are of a documentary dias Virtually every other request 
25X1 coming inte OCD is seanned by ‘ then subaitted to ORE where it is 
paseed to the vardous Replonalr ae ‘branches. there da an agreament 
vherayy they will not delete or pens ia any way the original requnet, bat 
they sre at liberty to add additional requirements of their own, Thia having 
baan dene, the original request goos back to[ | and an official col~ 
lective directive is dsesauad. 25X1 


2. the Solleetion and ULesamination Branchas of the OCD have been 
totally olininated and their functions concentrated ip four deske, nanely, 
State, Desk, drmy-Air Desk, ay re Desk and CIA Deak, Each of these 
veske hes ono or more 4. whic, toa creat extent, perform the functions 
of the old Plevenination Brar x "She Ueake aleo include a lialeon officer 
whith an ageiatant whe, in adiition to performing norms] Lielaen duties with 
the Services or State Lapartaent, will aleo take over the functions of the 
ald Collection Bramhe * 


3e 4 request from Army would bo proosssed somewhat as follows. The 

request woold ba reesived on a special form which has been gupplied to 

GEE, the Services and State Separtment. Trig form would incorporste the 

information requested and the priority, deadline, any previous coordination 

and suggestions for possible source. Ihe request is first saanned by Mr. 
25X1 er eet of Liaigon Vivieion, who detoraines whether the request is 
purely docunentary or necessitates fleld actions If the request ia purely 
dommentary er can be gatisfied by saterlal held in Reference Center, it is 
handled ag a gimple Library function. If therequest necessitates ficld 
action, it Le passed to ORE for any additional requirements thet they cay 


gant vo add and for tble coordination on a working level, The request 
25X1 ie than returned to ho sends it to the appropriate desk and eucresta 
sources for collections The desk thon writes the collection directive show 


ing the requestor, the mature of the request, other agencies receiving a 
callection directive, the priority, ani the deadline, A file is then opened 
and ag reports from the field are received, they are checked by the dis- 
sominator on tha desk and entered. When the material fe complete, the 
disseninator ant the Chief of the desk check it, clese the file, and pass 
25X1 it te who oho¢ke the completed material, It is then diaseninated 
to the original requester and any other interested agencies, If the requsst 
is urcent, mterial ts forwarded to the requestor as reeelved by OCD without 
waiting for the completion of the file, Heports go to the requestor in 
thely alginal forma and are in no way edited by OCD. In dealing ith 
requests mceseitauting fleld collection, OOb slain that they use great 
care in not sending Cie to colleetora who will be unable to auyply the 
informations 


Griticises 


25X1 aime that one requiresent 
through OCD, There seene 


to be & Pecu eel that OCD was s completely hogged down in paper work 
win GEER PRET 
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and amilysis. there bad been sufficient critictan sc Tat they ware on the de- 
fensive, or! on every request checked, double ohacked, and analyzed to prevent 
any possivility of errar, This wags a vory careful procedure, out militated against 
any repest or collection cimetive being processed in a reasonable amount of time. 
Under the old OGD, in the case of a purely documentary vaquest, various steps en- 
tailed exanination of the request by the tiuree Sranches, an analysis of the request 
iteelf, an analysie of the manner in which OC) aecomplished ite migsion in relation 
to the request and ive or six different forms with innuserable copies. Under the 
new OCD, the dommentary request will be aiaply a library fancticn sith no trouble 
or delny involved, OCD is aleo attezpting to aapedite dlasemination and Meld 
colieotion through elimination of red tape, complex procedures and papor work. 


clave saminations The old Uisgemination Branch, according to Ur, 
Andrews, usec to read in detail ai! of the 800 te 1000 decunonta received dative 
Thay are at present trying to speed up this prosess ani will in all probabllity 
scan documents quickly aml not read them at length, A Rending Penel is ‘eins set 
up in wich thay hope to lave permanent fulletime representative. fro: the Services 
and State Cepartaent. These readers will scan all ineseing information and deter~ 
sine what iteas thelr parent Service would be interested ing At present, reading 
centers are maintained by the Services and Stave, but 1% is hoped that the main 
Readin,- Panel will operate at the CIA Heading Center, The:¢ will flymys be dupli- 
cations of feating Panels, iowsver, unless aii material put out by the Sorvices 

and State is dlasaminated to CiA, If Gia rece!ved al! such material, a full-tine 
Readin,; Fans] at CLA would obviate the necsaslty of the presont Reading Panels 

St State ani the Services. Morale in the olé i4seemimtion Branch ag very hads 
This increased the delay in diseesination, 


25X1 
eunstfon. There has been much eriticisn of the ability of Oct 
2 propar dissemination. of the Sclentifie Sranch, ORE, hae 
stated that he does not receive ; the scientific information disseminated. 
Out of 70 resorts received in ene sant: aporaxinately 


30C did not reach Ary ani nearly 200 <i... aot reaen Alr, This brings ap the 25X41 
qualifications of OCD to determine disecmination. The O:fice will from now on, - 
however, ask collecting units to suggeat their own dissemination, 


& It has boon ssid that OCD is a “bottlensck anc performs so useful fumetion.” 
The first part of this statesent was unquestiombly true, ami it remains to be 
seen wetter t will beequmally true in the new OCD, Ho prosessing wilt, “orever, 
processes & docuzent as faaas tie orlvinater or the eventual recipient deems — 
necessary, OCD, can, however, perfors a “useful function." Some unit cust 
piyeloally coliect ani disserinate and a good case can be made out for this unit 
to be # part of (ar in close touch with) the depository for reference worka, 
intolligenea files ami card indises (References Center). Requests ami 
must be seregned, but i:cre is sore to ascurate collection and dissemination than 
the physical shuffling of papers. 


$e It has boen sentioned eevers] tines thet effective personal coitecte are 
hindered by the OC: funetion of arranging conferences, Under the old har if 
Selentific Br.neh, (0, desired a seeting with Air Technical Intelligence, £ 
would be arranged by 0U0 an: one of OCD's representatives would preside. This ie 
now out, ark! tho new OC? prefers close contact on ail working levole, without 


OCD knowledges or eae aioe | SCRE] 


Sa 
Approved For Release 2003/10/22 : CIA-RDP&86B00269R000500050059-7 


: a RET 00 
Approved For Release 2003/10/22 : re 69R000500050059-7 


6 iilitery incespatence in ocr has been criticised, ‘The Agaigtant 
Uhrecter and tie Executive Agsiztant Director of the naw OCD are civilians 
ami, I believe, that tis will furnigh the anewer to sueh eritician, 


le That the eld OCl failed in tho parfornunee of its mission, thereby 
evreating delay ani gonfusion, and was instrumental in preventing CLA fran 
furetioving in a timely and eficient manner, 


2. That daportant duties wore vested in OCL and trat reorzanteation 
was reeceagury for Une prover performance of those dutlem, 


Se That te coerdinetin. art orlty and functions of GC are not 
Clearly delineates. 


4e That present top persomnel are attiempting to mike UCC s service 
axl not a “bottlaneck,* : 


Se That no judguent of the new OCD is as yet poadlble, althoug it 
hoy be Qceun-d tat a seriou attempt le being made to currect former 
faultagy tata perio of trial and error mut be expeeted before 1+ can 
energe in fil forng Usat close sorutiny and able direct on and advice 
must be given OC) during this verlod of oryatal lization. 


Joegts 


le Ie it prover te combine in ons unit ifbrary anc card index functions 
wits these of physical oollection an! di saeninat! on” 


2s is it propar to add to theabove the mare operational functions of 
jeteraining requireuents and coord: mting interdepirimental collection? 


Je hat quaiivications bas OCo for deternining the best o-toods of, 
and the sources for, aollection? 


4. is proper Jissemination assured under tie present aysten? 


Se Shovld te system of realin, centers and reading panels be 
reviewad’ oud it be possible to have one coniined reading center 
at G:A throug: wie would pass all material fron LAC morhbers? 


. & Is ths present sotho! of determine tion of priorities by the 
Wariows overcics oropor? 


Fe Althous tnre is no prohibition against direct contact betreen 
departmental agencies for collection, should a cop; of all Tequesta be ree 
geived by OCu for mre covplete coordimtion? (This world not obligate 
a eneles to pasa requests through 0cl), 


GS. Under MOCID No. 2, paragraph 1, the State ant and the 
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Services are allo ated responsib' lities for collesticn abroad and under 
HSCID No. 3, paragraph 3, the o is s:«. forth for State beparteent and the 
Services @ delineation of dominant interostae Should GiA (and, more epeci- 
fieally, OCD) constantly watch collection wit in flelde of dominant interest 
fer the purpose of alimincting duplication and assuring trus courti tion? 


25X1 be = 2 
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MEMORANDUR FOR FILE 

SUBJECT | Observations on the Pear] Harbor Report 
The Joint. Congreasionsl Comaittee which underteok the definitive in~ 

wentigation of the Fearl Harbor dlanter af 1941 made a most careful. study 

of the inteLigence information available in Hawali, and in Washington prior 

to the Japanese attack, ani reached a qunber of concluelons as to the ede~- 

quasy of the information, ite interpretation, and the administrative action 

based upon it, The Comaitteets study was primarily of the substance of the 

intelligence. However, judging from what the intelligence showed, who in 

fast received it and what inetructions or declelons wore formulated ae a 

consequence, The Comittee mide certain recommndations as to tho handling 

of intelligawe. It has nob, however, attempted to review the crisis with 

a view to deciding whether the intelligence technique displayed hy the gove 

ernment and the additery authorities in Hawaii was either nocessarhly adequate 

or fully developed, or te compare it with other sygteas of intelligence hand 

Ling which might have given better reeults. Ite approach hns tiue been eaten 

tially substantive, so thst for the purcores of the Intelligence Survey it 

has seamed desixable to consider the handling of Fear) Harbor intelligence as 

& problem in Stedlf. Tuts note 40 thus an attengt to deterine what. materiale 

were available, what methods were used in bringing then together, sto rorinit 

ty and with what eepecial purpose in minds Sings the Japaneses attack x | 


Us $. Matery, the conslustons wish say bo reached may have bearing upea: 
handling af Snteltgence by the American goverment fa futare tine of 4 ee 
national orisia, See BG Pi BH ae sage 
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We shall consider first the intelligence materiale which were avail- 
able, These fall into six categories: 

{a} Diplomatic intercepts, This was the single most significant 
source of inforuation which figured in the eriete, It included some hundreds 
of messages, some of them of considerable length, and represented the corres- 
pondence of the Japanese government with its diplomatic and military repre- - 
sentatives abroad during the entire period of the growing crisis of 1941 and 
earlier, It included the vitally important exchanges between the Japanese 
government and ite ambassadors in Washington, ae well 2s communications be- 
tween Tokyo and other strategically placed diplomats in East Asia and Europe, 
particularly Cermany. Altogether, it provided a broad and continuéus picture 
ef the development of Japanese official thinking during the negotiations with 
the U, 8. Prebably few governments in history, sagaged in pretreated and in- 
tricate negotiations was a major foreign power, have had such complete access 

| to the secrets of ites antagonist as occurred during these negotiations, 

(b) Espionage intercepts. “‘Thia material is in the same category as 
the diplomatic intercept material, but was less voluminous and less significant 
in terms of foreign policy. It comprised for the most part correspondence 
between the Japanese government and consular agents on the West Coast of the 
U,. 3., in Mexioo and Central America, and in Haweli who were conducting local 
espionage operations, Since the operations themselves were not notably suc~ 
cessful, in Hawaii as elsewhere, the intercepts wit of limited importance. 
At least one decisive item of intelligence, however, the so-called "bomb-plot" | 
message, was derived from this traffic. 


ton TIGER" 825 gratia Sue gumt ee 
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_ (¢) Ground source information. Only one item obtained from actual 
observation on the scene firures largely in the Pearl, Tarbon crisis. This 
was the report obtained through O«2 of the movement of Japanese troop trang 
perta from Shanghai southward, (p. ), | 

(d) U. S. Diplemntic reports, Thess inelude the regular diplomatic 
sorrespondence of the State Department with U, 5, misaions abroad, partioular 


with the U.S. Eubasey in Toigo. Zor) 


(f) Aehion reports, On the morning of December 7 the Navy made contacts 
with Japanese submarines off Pearl Harbor, and eventually sank ons such ahip 
before the anesy air attack occurred, Sindlerly, the Army vader Listening 
post detected the approach of Japanese planes more than an hour before they 
struck. Only imperfeatly available to the commanders on the scens, none of 
these data were now in Hashington prior to the attack, 

How were the intelligence materials from these various sources assembled, 
and to whom wore they available? the | __ and the Decanber 7 action aon! 
and eneny uovement reporte, at the outset, wore not available in Sashington at 
all, and not in an effective way to the samsanders on the scene, The ground 
source information on the movement of Japanese convoys was available to Cut, 
‘ier Department, and was olrouleted to OHI and the State Department, as well as 
to the hichest levels of the governzent. The most single striking thing about 
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the receipt of intelligense prior to ‘earl Harbor, however, is that the ree 
saining intelligence naterials, and most notebly the vital intercet traffic, 
both diplomatic and eeplonare, nas available only to a aingulerly euall group 
af the top policy authorities of the nation: to irestdent Roosevelt, Secre~ 
‘tartes linkl, Stinson and Knox, Generale Marshall, Cerow and Wilesy Adatrale 
Stark, Turner, “iikingon, Sayea, Schuirmanny Col. Gratton; Capte, Kramer and 
Safford. and Comender MoCollun, The State Department's reparte fron ite mie 
sions abroad were also furnished te the President and the secretaries either 
in draft fora or as reported verbally by Secretary Iu, Virtually none of 
the intelligence and particularly not the diplomatic interespt material, was 
aireulated any more widely among the intelligence agencies of the services, or 
in the State Departnent. 

Ona of the subsecuent ordticisns made of Pearl Harbor intelligence, and 
one which le diecussed in the Report (p, 228 et secy), 1s the delay in trane 
lating some of the Japanese intercepts, Certain of theso, which in retrospect 
at least bere strongly upon the projected attack on Hawaii, were not available 
fer hours or daye after the dapaneeo struck, This representa some deficiency 
in the orypbographie and tranelating branches of the Army and Navy (although 
the Report, specifically praises (p, 231) both of these units), but hes Little 
bearing on how the intelligence available taffere the attack was handled. It 
ie another of the fascinating "nicht have beens" of the tins, and does not al~ 
sar condiueions om how intercept information was distributed, and whe took 
responsibility for analyzing and evaluating ite bread meaning, | 

Xt should also be noted that the dapanase officials of the Foreign Office 
who were conducting the negotiations with the United States were in all 
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probability aware of the Ulan for the attack by the Imperial Navy and aleo 
aware of ite intended tarret, ‘The esplonace messages were aleo inapired by 
authorities of the Japenese Navy who were presumably aware of the nature of 
the intended blow, Thie fact seems to rule out the [epossibility of divining 
the Japanese intentions at sums point by studving thedr messages, Certainly 
in retrospect-—althouch hindsight is notoriously more emot than foresigit-- 
44+ geens! clear that the information prior te Decasber 7 wes adecuate upon which 
to prepare an intellizence estimute pointing out the extreae gravity of the site 
uatdon and suggesting the peseible meuna by wileh the Japaness night attenpt to 
resolve it. 
two things are especially iaportent about the handling of Information 
yrior ta the attack, Firat, the intercepts and US diplomatic correspondence 
were olroulated to the Freuident and the Georetarles ac “raw” intelligence, 
Until early in Rovesber tha President had been receiving briefs of the Japanese 
nessaces; afterwards he received the complete drafta, as did the other officials 
mentioned above who wore intimately invelved in the orisis, These drafte were 
in alnest precisely the form in waieh they were sent by the Japanese Foreign 
Office and diploustic offielaje, The American cllitery and navel interception 
agencies (Signal Intelligence Serviss and Op-20-C)} ware strictly technical, 
with networks of radio listening poste, oryptanalytic specialists, translatersa, 
ete,, bet without intelligence analysts. Intersepted messages were thus osca- 
sionally distributed under the rubric "an interesting sessage," but no effort 
was nade by SIS or Op=20=G to bring them together, analyze them ss to content 
and weaning, and make an estimate of thelr inplications before sending them on 
te the toymost authorities of the government, Thie was not by reason of over 
aight, bat because these agencies ware not expected to perform more than tech- 
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Sedend, the material thus obtained was not made avallable to any group 
of irbhellicence anelvsts aryeheres else in the service departments or the State 
Departaeat for study over « period of time and in the Licht of sll other ine 
formation reaching the government which sdght have hed an indirect bearing «pon 
Fear eee em relations snd their military implications, The renerale ant 
adairale and senior State Department officials who had aecese to thie material 
were not analysts in thie sense, end habitually dissharged senior administra 
tive rather than eubstantive intelligence responsibilities in thedr normal 
capacities, Net only where they busy and distracted people, but they were not 
intelligence arnelyats either by assignment or training. 

So far ag the flaport of the Joint Committee states, there eure fer esti- 
mates of the situation prepared by the dacaphneese nowt invelyed, Only three 
“are mentioned: On Nowamber 27, Seeretexy Mull and Undersecretary “elles had on 
their desks 2 rerert by Dr, Stemley EK, Hemmbeok, political adviser to the Seo~ 
retary, entitled “iroblem of Par Zastern Felatlona—Zatimate of Situation and 
certain probebilities," in wuich Hormbeck expressed the egregious opinion that 
he did mot believe the Ue 5. wae "on the dsmxiiate verse of ‘war’ in the Pacific" 
(Report, ps 393)+ On Howenber 25 G-2 provided Secretary Stimson with a eumary 
of tha available information recarding Japanves military ond naval movements in 


the Far Zast (2.3904). It dows not appear to have been an estimate in the strict 
genes, but Stimson carried it to the President and augeested that it be read to 
the tar Council. On December 1, Commander MeCollus of OFT prepared a memoran- 
dum outLining the critical situation in the Far East (p, 207), but this study 
figured criy sa 44 provided the background for « later suggested meseace to the 
Coomander in Chief of the Fleet of Decexber 4 which was not sent, but whieh is 


re eet tate 
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surrounded in retrospect by mmeh fruitless but compelling spsqulation as to 
ite remilte had it been dispatched, Actually, 14 ie difficult te assess the 
roles played by theso studies ond estimtes, but since they are barely men 
tioned in the Report, and sinos throughout ite discussion, emphasis te placed 
almost solely uren the information sup;lied by intercepts and evaluated by 
the President and the Seoretaries, particularly Nr, Hull, it seems probable 
that they were not considered especially important, particularly in a aituation 
changing aluost hourly, They wore not, it should be noted, “coordinated esti~ 
mtes, but were prepared in eush departusnt upon the basie of ite om understand 
ing of the eltustion, There is no recoml.of any attempt to form a joint Amy~ 
Navy view or estimate, or to assemble an explicit, coordinated interdepartments 
eutinate at any level balow the secretaries or the Chief of Steff and CNO pax 
sonally,. 

A mor feator which prevented the study of inteliirence materials at a 
iower level in the departments was the extreme security precautions which au 
rounded the Japanese interospt intelligence, Thus, in ONI, it moe available 
only to the Director, jd, [{licinson, and to Comir, ueCollun, head of the Fer 
dastern lvanch, Keither ms on the “working level," neither preperod studies or 
estimntes personally as a normal thing, and neither ws in a position to give 
undivided attention to the davalopmant of the oriale. Offieers in the Amy and 
Havy at this level, moreover, were fully consclous that their auperlore and the 
heade of the government wore talcing the most active and personal interest in 
the probleme raised, and nay have been reluctant for this reason to present thelr 
views without solieitation in advence, They were aleo concerned primarily with 
military and naval poliey rather than with national poltey, 
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Actually, the final end eruelel intelligence evaluation was dene by the 
heads of the government; the President, the Seeretaries of State, Gar and 
Navy, the Chief of Staff and the Chief of Mavnl Operations, These individuals 
worked without outside consultation except with each other, and, as indicated, 
eeourity coneideretions were ach thet no one outside of this group had suffi-~ 
sient information available to him upen which to base a judement or astimte the 
Navy's which ight have been helpful to the makers of poliey. ONT, indesd, had 
surrendered ite evaluation funetion to dar Plane Division, These individuals 
at no pula. saght the production of any ‘national estimate" from anyone cub- 
side themselves, and there te no intinetion thet neod for this eressed their 
ninds, at least hefore December 7, They felt thempelves responsible, and con 
aidered that no one gould be more competent than they to seo the situation in _ 
ite broadest aspects; and so cambined in themselves the funetions of intelligence 
estimation and pelisy decleton. 

The Report of the Joint Committes reecamenda (on pace 253) “That there be 
a gonplete integration of Army and Navy intelligence acencies in order to avoid 
the pitfalls of divided responsibility. . 5 and that officers be salected for — 
intelligence work who possess the background, eto,, for such work, . » .” How 
ever velid this conclusion my be, it does not fellew directly from the role 
played by departmental intelligence in the Pearl Harbor eriais, These agencies, 
axcoyt for their topmost meabers, placed well shove the level where useful ine 
telligence snalysis is supposed te be done, were net involved at all, It ts 
very possibly true that neither G-2 nor OMI had available the intelligence offt~ 
cers of the caliber re-uired to deal adecustely with the information which might 


have been made available te then, This may have been a practical reason for 
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withholding 16 fron the particular officers then at work in the two agencies, 
Yet ascuning that intelligence analysia is an art and a selene, and that able 
and intelligent persons can be trained to perform it in a more effective mam- 
ner than, persons without such training, this argument is only practically and — 
not generleally sound. If there was a reason for having regional intelligence 
organisations in the military departments and the State Departeent (net there 
eallod an "intelligence" unit), there was sven greater reason for allowing 
thelr menbers to review in detail the only significant information bearing upon 
a preaninently threatening situation, 

Agguming 1t ta be true that the heads of the government acted as their ow 
intelligence analyste during the crisis, waa there any reason in principle why 
thay should exelude the established analytical agencies at their disposal? There 
may seen to have been an element of perversensss on their part in this almost 
conscious divorcement froa facilities which might have steod them in geod stead, 
and the implicit assumption seema only toe evident that if they had relaxed their 
overvheluing security precautions and had attempted to share the intelligence 
problewa of the Japanese crisis with more trained individuels, the result might 
have been differant. This ean only be presumed, however; and certainly there 
ean be no demonstration beyond doubt that. the results would necessurily have 
bean different. had intelligence analysis ecourred in depth, and had 1 succession 
of "national estimates" of the developing aituntion been laid on President Reose- 
welt's desk each morning. 

There is a further element, however. Considering the nature of the crisis, 
ani of theiy responsibility in 16, could the President, the Secretaries, the 
Cafe and CHO have been expected to rely upon the estimates of departmental or of 
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an "Impartial" central agenoy in a matter which went te the very heart of their 
responeibilities to the nation? Perhaps they could not rely upon them to fhe ax 
tent of letting such arencies present interpretations to be follewsd inplielty, 
But could they depend upen them te any signifleant depree at alli Doss the nature 
of such an upheaval allow that more than one acancy can share the responsibility 
for analysis? Could any agency, no matter how wall. staffed, no matter how well 
provided with weLtten reports (but excluded fraa the eiterentinds of those rex 
sponaible for peliey), provide estimtes which would add to the understanding of 
the problem by the senior executives? Is perhaps the character of national erlais 
‘such that in its shaping and existence there in room only for these tn control. of 
poliey to*know everything" and to Judge action in the light of this knowledge? 
May there not be an inevitable tendency in such tines for the persons ultimately 
responsible to place themselves in the line of receiving all factual information, 
fron which they draw thei: own conclusions in the licht of their understending of 
national cepirations and ideale? If this ia the case, 1+ suggests that no “im 
partial” estimating group, nob in the chain of comend, and not cecupying by the 
nature of ite statutory or constitutional basis an explicit responsibility for 
national policy, ean stpect to receive the informtion adecuate for the formation 
of inclusive and judicious estimate which sould exert influence upen the Presi- 
dent and hie cebinet officials, Certainly the experience of 1941 shows that ali 
irtellipence estimating capabilities of the governsent wore in fact disregarded 
by the heads of the state, The experience thers, nmcorvever, sugcests that their 
failure to share the burden of estineting the implications of the avaliable in- 
formation goes beyond the mere linttations of security ami assumes the form of 
en inevitable oharaoteristie of palley formtion on the highest level in tine of 
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exteome crieic, The polio; authorities alone share the “bread view" and have 
“g)), the information"; theirs alone is the heavy responsibility for national 
policy; theirs, aa a result, in the function of intelligence estimation, 

in the light of the foragoing discussion, it is possible to make som gone 
eral observations which say have bearing on the present haniling of intelligence 
within the covernuantt 

(a) Intelligence evaluation, as such, at the time of Fear] Harbor, was al~ 
nost exolusively a function of ths yolloy autheritles on the highest level, The 
sane has been true of erives in 1946, when the polley authorities have been their 
own estimators, bssing thelr eonclusions on perusal of sore or leon rew intalli~ 
conde, 

(>) There would heve been, in the nature of things, Little reliance upon a 
Central Inbelligence Azency of the sort that now exists had it been fonettoning 
in 1941, Similarly, there has been little reliance on CIA, sasept for the poten= 
tial contribution of 50, in recent orises, 

(e) The goneeyt of intelligence evaluation and estimation by an “tepartial* 
agmuy which"seea everything” may not be valid, for the reasons that 1+ cannot, 
in the nature of the case, “seo everything” promptly, and its removal from polley 
responsibility in the time ef crisis mikse ite views scadenie to those who are 
responsi ble, 

(d) 4 central agency may perhaps serve better in such times through its 
"Camwon servioes" thin thrvugh ite estimating function, The raw intelligence 
which SO may provide ¢an be of the highest Importance, irrespective of whether 
or not an estimating eteff also extete, 7 

e 8 fo os 8 @ 8 ow | 

Thatte ie scan further evidene in the erisee of this year to maport the | 
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view that intellirencse estimation 19 effectively perfarned only by the respon 
iblle roliey authorities, In the Berlin difficulty ef the present uoment the 
essential roliey decisions heave been in the hands of State and service depart- 
vantal chiefs, with the freeident being kept informed for hia Anfora tion and 
coneurvence, Those most concerned have been Secretary Forrestal, Undersscretary 
Lowett, the War, Navy and Air seoretaries, their chiefs of etatte, and their 
staff chief inteliirence offfcers, SIA has appeared only to the extent of di- 
gesting cartain State Departnent coumunications in ite Dailyy in eomenting upon 
the situation in its feorly (witheut noticeable effect on polley); in etroulating 
sertein “raw” reports aecured by 50; ant in producing, as of several wecks before 
the development, of the emarcenoy, a rather generelized diseulsition upon the con- 
siderations invelved in maintaining our stake in the Geraan capital, As of the 
fresent moment, when the matter is most vexed, cur policy seeme to depend to & 
large extent uper a songle basie astimate: that the Russians are not prepared . 
for war, ae will not fight merely to throw us cut of Berlin, But thie judguent, 
for all that is evident in the output of CIA, aprears to have been achieved in~ 
depandentiy of 14 or its eatinaters, The overall estimates of Russian intentions 
appear te have been formleted in the State Departuent, and to have been ascepted 
by the silitary agencies, It ia entirely clear that CLA does nat evan receive 
certain of the beale correspondents in which our policy 1s discuased betwen Yash 
ington and Germany. 

It may again ba true, as it was at the time of Fearl Harbor, that the policy 
authorktien of the government do not place auffleient relience in the extating 
eotineting agenay--CIAeto provide it with all possible information, and to await 
ite views as having a significant bearing upen their decisions, Awe in 1941 this 


way be ih part because of security considerations; but in the almost automatic 
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handling of the orisls by the policy authorities coneerned, both as te inter- 
pretation of raw intelligence and as to desieion on American policy, one seus 
svidenoe thet impartial intelligence estination, by an acancs not responsible 
for policy, has more effective existence in theory than in fact. 

in an effective way, 2a gene pune’ to Nave applied to other major events 
af the year involving Ansrican security. ClAts contribution in the alienation 
ef Yugoslavia from the Soviet sphere has been in terms of peraphrases of State 
Departuent items in the Daily Sumary, not oomaented upon with an orsrebundance 
of insight; similar digests of available information in Heelly Summaries; and 
the adnission that all official information frou Yugoslavia hna cons frou the 
State Department, since no $0 reporte have been received. Insefar es Aueriean 
policy with respect. to Yugoslavia has bean sonsemned, CIA hes filled the role 
ef spectator rather than participant. 


xt fC] an 
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MEMORANDUM 
SUBJECT; Soientific Intelligence 


There are seat peculiarities which affect the field of 
Scientific intelligence and the position which it occupies in rélation 
to other forme of intelligence. In the first place, there is the 
absence of an agreed understanding of what is involved in "scientific 
intelilgence", including the question of whether it ie concerned 
primarily with "pure ecience® of "applied science". There is also 
the fact that sclentific intelligence is of general interest to the 
entire scientific world and does not affect only the national security. 
This is unlike the fleld of military intelligence, for example, which 
is almost exclusively of interest to professional military people. 
One aspect d this situation is that in science many of the most 
competent personnel are outside of Government service and certainly 
outside of service in the national security agencies. The problem of 
putting them to effective use for scientific intelligence purposes 
affecting the national security creates, in consequence, difficulties 
over the proper security precautions which need be observed and the 
relations between the solentists and the military. There are also 
Certain questions as to whether the primary interests and loyalties 
of the scientists rest with thelr profession and with the desire 
thereof th increase the general fund of scientific knowledge or with 
scientific intelligence, its special needs and its security require- 
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Because science contributes to almost all phases of the 
aobilisation and war capabilities of a@ nation and to its offensive 
and defensive pewer, interest in sclentific laotelligemoce is scattered 
in meny places. The various Armed Services, holding it to be their 
proper reeponsibdility to attack and defend with their resyotive 
arms, feel that they do not have an identical interest in scientific. 
intelligence, tat thet each has an interest corresponding to the 
offensive or defensive sissions of ‘ie Sariiocker Service. As a 
Tesult of this and of the fact that interest in solentific matters 
ia eo widely scattered throughout the Government and outeide, there 
has been little ecueeea in developing a central organisation for 
scientific intelligence or in defining the respective spheres of the 
@ifferent Services or the interests which they have in common. 

Finally, there is a peculair situation today in which, for 
practical purposes, an artificial distinction exists vetveen *nuclear® 
and “non-nuclear® science. A variety of legislative add historical 
considerations have contributed to this distinction, which cbvicusly 
has no validity but, ae a practical fact, it cannot be ignored in 


organising and developing scientific intelligence. 


sesae 
t 


Scientific intelligence, as it affects the national security, 
is handled in a sumber of different places. ‘There is no clear-cut 
delineation of functions or responsibilities, and there is no effective 
machinery for coordination, except in Limited respects. The agencisas 


concerned as producers and consumers include the State Department, 
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dray, Kavy, Air Force, Atomic Energy Commission, ateareh and 
Derelopzent Board, Central Intelligence agency, Joint Chiefs of 
Staff and the Armed Forces Special Weapons Project. This list, of 
course, does not include the non-ailitary agencies, euch as the 
Department of Agriculture, the Bureau of Standards, Weather Bureau, 
and Hational Security Resources Board, all of which have a real 
iaterest in this problem as well as a contribution to make. For 
present purposes, we can limit ourselves tc the agencies which are 
primarily concerned ith ecientific intelligence as it affects the 
national security, although we must assure ourselves that these 
agencies are drawing assistance from other sources. 

the Collection of scientific intelligence ie carried on by 
a number of agencies operating in the United States and abroad. The 
Kational Seourity Counci) Intelligence Directive Ho. 2, dealing with 
collestion, does not assign the dominant interest for ecientific . 
intelligence to any department, bat prescribes that each agency will 
eollect scientific (as well as economic and technological ) intelligence 
®in macarsance with ites suupective neeie". Ag a result, the Aray, 
Bavy's Air Force, and state Departeent are all, ‘to the extent that they 
individually choose, collectors of scientific intelligence. In 


adé@ition, CIs collects scientific intelligence on behalf of all of the 


agencies through the Office of Special Operation 5X1 
25x1 

25X1 
25X1 


25X1 
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fhe collection procedures, the assignment of requirements, 
and tne determination of priorities are not made in accordance with 
any over-all plan centrally controlled and corrdinated, Sach collecting 
agency gives the assignments it whehes to its own collectors, although 
it may receive ani handle requests from other agencies. In cases mere 
a collection request is sent to GIA, the Office of Collection and 
Dissexination sitennte to canvass the collection possibilities through- 
out the Government and to see to it that the collection request is 
eent te all collection agencies inside and outeide CIA whioh wight de 
in . position to make a contribution. However, the Office of Ooliection 
and Dissenination is able to act only with respect to those collection 
requests that come into CIA from the outeide or which are pesed from 
one part of CIA to another. There ie no cootlineted procedure with 
respect to the whole field or individual parts thereof (except for 
- atomic energy) weredy the’ experts in and consumers of scientific 
intelligence develop their collection requirements in close consultation 
with each other and with the collectérs. 

Im the case of atomio energy intelligence there is the same 


multiplicity of collecting agencies (0, 00, Arsy, Heavy, Air, State, 
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and the ARC), but the problem has been somewhat differently handled. 
Because of the concentration of responsibliity for atomic energy 
intelligence in the Buclear Energy Group of OLA, which has worked 
elosely with the nuclear energy specialists of Army, Havy snd Air, 
there hae been a greater measure of coordination in this field of 
scientific collection than in the others, ‘The chief collection diffi- 
culty has arisen between the Nuclear Bnergy Group anf AEC, whose facil- 
ities have been used info#mally for collection, without all of these 
facilities having been placed at the disposal of the Suclear Energy 
Group. It is to be hoped, however, that this situation will be 
remedied if other diffioulties can be worked out and as a result of 
the association of Dr. Colby with the Atomic Energy Commission afd hisw 
working together with the Nuclear Energy Group. | | 
. seses 

With certain exceptions governing the case of particularily 
‘genaitive materials euch as atomic ensray intelligence or commanications 
inet Scense! there seens to be fairly broad dissemination of ail 
sclentific intelligence received in Washington. The principal aiffi- 
culties scem to arise cut of the dissatisfaction of the expert consuzers 
when they sre not allowed to have accese to information concerning the | 
source of the intelligence they are called upon to use. Scientists 
who are called upon to evaluate highly specialized information clais 
that they cannot do their job properly unless they have full access to 
raw intdvuadicn mi complete knowledge of sources. This problem has 


‘peen particularly scute in the case of atogio energy and the present 
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arrengement whereby Dr. Colby of the stonic Energy Commission is to 
have full access to all source mterial is a recognition that the 
resolution of this dilemma hinges upon an agreement that the expert 
consumer needs to de satisfied as to the validity of the information 
handed to him. If this problem has not arisen so acutely for other 
fields of scientific iatelligence, the only reason may be that there 
has deen less activity in those fields. It may de that the same | 
difficulties exist there and would become evident if the persons working 
in these fields had concerted ani coordinated their efforts to an 
extent that caused them to become more conscious of the difficulties 
handicapping their work. 

| One further difficulty lies in the fact that not all available 
printed material can be pus to effective use because of the language 
difficulty. The systematic stpiy of forsign literature Le hampered 
vy a shortage of security-~cleared personnel possessing the necessary 
Language md other qualifications. . 

| Except in the field of atomic energy intelligence where 
there is ebiil room for improvement. there is no means for producing 
what might be considered national solentific intelligence estinates. 
Iu other words, although scientific Latelligence is an object of concern 
te a number of individuals in different agencies, there is no recogni zeé. 
wa of producing an agreed and authoritative estinate of a probdlen. 
Under National Security Council Directive No. 3, each agency is respon- 
dble for the production of scientific intelligence "in accordance 


with its respective needs". One would expect to find that Scientific 
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Branch in CIA-OBS performed the functionof drawing together and 
coordinating the production of solentific intelligents estinates. 
This has not happened. fhe reason may be the slowness of the Scientific 
Branch in forming ite obeastention or it may rest in the conception that 
25X1 its Chief, [a of ite mission, being, as he is, more 
interested in acience for science's sake than in scientific intelli- 
gence. Alec, the Solentifica Branch may be suffering from some of the 
same uncertainty that affeots the entire ORE organization eo that it 
is not olear whether ORB is just ancther produser of intelligence or 
has the responsibility for coordination the efforts of other agencies. 
The fact renains that there is so recognised method by which coordinated 
estimates, generally recognized as valid, are produced. The Research 
ai Development Beard, which obviously bas a major interest in scientific 
intelligence, frequently complains, and with reason, of this deficiency, 
in the Central Intelligence agency, there are a number of different 
‘places were scientific intelligence is handled, On the collection 
side, the Office of Operations hae a Scientific Specialist 
25X1 


panels of qualified and security-cleared consultants in various cities, 
so that the members of these panels can be called upon fen assistance 
in $apping speciaiized sources ¢ scientific intelligence and will 


at the sane time keep thier eyes open for thie kind of intblligence . 
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fhe Foreign Documents Branch of the Office of Operations has several 


translators who spend most of their time abstracting and tren slating 


fonetee scientific documents on a routine basis md aleo in response 

te poific requests. In the Office of Special Operations, there is 

@ Technical and Scientific Section[ =| with the task of 25X14 
avsisting the geographic desks in the pro@urement and handling of 
solentific intelligence obtdned through covert moans. Also in the 
Office of Special Cperatione is tke Buclesr Energy Group (OcLone} 
Co which, in addition to performing this same function with 
respect to the special field of atomic energy intelligence, is also 

the principal central sveluating unit in the Government for atesic 
energy intelligence; thus, it advises mi guides the collection of 
atomic energy intelligence ant at the eame time evaluates the product. 
Ite proper place in CIA is really the CEB Scientific Branch ané only 
peculiar and personal considerations have caused it to be put on 050. 
Ia the Ofice of Reporte and Estimates, the Scientific Branch [ 25X14 
[__Juas been very slow in getting stadted. The Branch does not yet 
have - peacpniand position either in CIA or in relation to the other 
aeeese interested in ecientific intelligence, Aa originally conceived, 
at least ia the minds of the Research and Development Board, which 
nominated  ——=_ito his present position, the Scientific Branch was 
tbh have been the central soordination point for ecilentific intelligence. 
This development has not yet occurred and in fact the Scientific Branch 
has done Little toward itself producing or coordination the production 


of scientific estimates. It has been working on individual questions 
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that have deen brought to ite ettghtion and. it is not certain that 

it hae a clear unferstanding of deat ig involved in acientific intel- 
Ligence as compared to a -eharel interest in scientific developments. 

It should also be noted that the work of the Scientific Branch in OEE 
seene to be quite unrelated to the work of the various regional 

vieasbays ‘vhadeh comprise the main portion of ORE. Siace the reorgen- 
Asation of the office of Collection and Dissemination, there ia now 

in the Office of Reporte and Estimates an individual whose task it is 

to coordinate the coliection requirementa of the ORE laa (including | 
‘the Scientific Branch) and those of outside agencies so that appropriate 


collection directives may be issued to 00 ani O80, OCD ie still 


responsible for coordinating collection requiresents which ere referred 


to outeide agencies. 25X11 


aseee 

The  shgadpal problem in the scientific intelligence field 

gcems to be how to develop & coordinated effort which will make it 

possibdle-- 

| (a) To plan collection requirements and methods in 
‘goordination with the colkestors. 

(bo) To eatablish prborities. 

(c) To produce, authoritative eetiaates which result 


from their concerted efforts. 


SECRET 
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nie concerting of efforts should also result in bring 
to Light cases where there is a dangerous gap between the eollectore 
and the consusers and where the analysts require information to which 
they are not ghven access, 

Aasuning that CIA contiauss to have the responsibility for 
the coordination of intelligence, it seems necesssry that in the 
scientific field steps should be taken #0 that CIA understands ani 
more effectively discharges that esepoeetethi ty In strengthening 
the solentific work of CIA it may be desirable to sonsider consolidating 
it in ome place rather than leave it scattered, as at present. 

It seems unnecessary at this tine to press foward with any 
further inquiry of the atomic energy intelligence picture, although we 
should follow closely the way in which the new arrangements work out 


between the Atomic Bnergy Commission and OIA. 


SECRET 
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I. General Description - 


The Office of Reports and Estimates (ORE) of the Central Intelligence Agency 
is one of three major branches which deals with the procurement, analysis, evaluation 


and dissemination of intelligence information. 


The Office of Reporte and 
Estimates has the speaial function of receiving information from these two agencies 
of CIA (although not necessarily all of it in the case of 080); of receiving in 
addition a far larger and weightier flow of information from the intelligence services 
of the Intelligence Advisory Committee (IAC) agencies, including tere Department, 
War Department, Navy Department, and Department of Air Force; and of gathering still 
others information from outeide sources such as non-IAC agencies, the Library of 
Congress, and elsewhere; of reviewing and coneidering this mass of raw or nearly raw 
material; and of preparing from it a series of intelligence reporte in different 
forms, the character of which 1s supposed to be "national intelligence required for 
national planning policy and operational decisions, " | 

No other branch of CIA shares this reporting responsibility to any broad stent, 
elthough| | dd. ssominate information to the Director of CIA, and in raw forn 
to departmental agencies, The senior personnel of ORE are generally agreed that 
insofar as CIA has the function of providing the top echelons of the federal 
government with considered intelligence reports and estimates, the unit within OlA 
which will perform this function is their own, 
| The Chief of ORE at the present time 1s Mr. Theodore Babbit, aged 51, a former 
inetructor in Romantic languages at Yale University, an assistant dean of freshmen 
there, and during the recent wer, a colonel in the Army with duties of a Liaieon and 
attache nature in the Mediterranean eres. Personally agreeable, he is not generally 
considered to ieee much force; and his appointment in Cla evidently stems fron 


previous positions held in the Office of Intelligence Research (OIR) of the Department 


. of State. His title is Assistant Director for Reports end Estimates, 


Mr, Babbitt's deputy until] May 1 was Capt. arthur 4H, McCollum, USN, a naval 


intelligence officer of considorable experience, who remained in close touch with 


25K 4 ne Office of Naval Intelligence during his tenure in ORE. His successor isa 


[dt recent graduate of the Mavs Wer College who will begin his 


essignment in ORE soon after June l. 
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Under the Assistant Director and his Deputy are an Administrative Officer and 


a Plans and Policies Officer. Only one of them, the Plens and Policies Officer, 


[ has responsibilities in fields which basically affect ORE's work 


with substentive intelligence. 

The operating unite of ORE, those which actually receive, etudy, and write 
estimates based on intelligence reports, are six regional branchee and five 
consultent's panels. In addition, two branches, devoted respectively to map research 
end intelligence, and to eclentific intelligence, operate as independent functional 
unite within the ORE structure, These intelligence-producing brenches and panels 
issue their completed reports through two channels: the Current Intelligence Group, 
which controls the form and manner in which intelligence is reported on a daily and 
weekly basis; and the Estimates Group, which operates the mechanism for publishing-- 
although not for writing-- staff intelligence, 1.¢., special reports on rather broad 
subjects detailed in some length, A third intelligence-producing channel is the Basic 
Intelligence Group, the chief responsibility of which is to produce a series of National 
Intelligence Surveys according to Joint Intelligence Committee priorities with the 
assistance of departmental intelligence agencies. The work of the Basic Intelligence 
Group ts essentially that of coordinating departmental activities; and in this sonse 
1t differs eubetantially from Current and Estimates Group, which publieh intelligence 
prepared within ORE itself, ° 

Since the units of ORE just summarized comprise the “working” subdivisions of 
the Office, it is worthwhile to review their activities and relations in some detail 
before going on to coneider their product. We shall consider the Regional Branches, 
the Consultant's Panels, and the Current and Estimates Groups in that order, : 

The eix Regional Branches, in addition to being theost controversial entities 
in ORE, are senesig 4te backbone, Each branch has responsibility for intelligence 
estimates effecting a designated geographicel region: Western Europe, including 


Austria and Czechoslovakia; Eastern Europe/USSR; Near East and Africa; Far Bast; 


[SEE eee 


covering all countries south of the Rio Grande. In these branches work the bulk of 
the ORE personnel; to them go most of the reports which ORE receives in the firet 
instance, and almost all reports before being sent to file. They are the producers 
of the overwhelming quantity of intelligence issued by ORE; and on them in theory 
falls the aa responsibility for preparing the estinates "required for national 


plenning polioy and operational decisions." Since their responsibilities are great, 


aince they have most of the personnel in ORE, and since they are jealous of their 
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central functions, they figure largely in the internal controversies which distinguish 
@ nuuber of the working relationships in CRE. Individually, they may be ‘described 
as follows: 

a. Western Furopean Branch: This is the target of a great quantity of internal 
criticiem within ORE, It is held up by numerous people as the exemplification of most 
of what is wrong with ORE in terms of competent personnel, useful product, convenient 
working relations, Conversely, however, when one interviews the Branch Chief, 

axt] dan tae ttn te deputy, 

25x [one receives an equally warm indictment of other branches and individuals 
in ORE. The Western European Branch appears to carry on a running battle with Current 
Group for reasons which will be described later; and is regularly out of step with 
Estimates Group. It is listed by several judges as the next to the poorest if not 
the poorest regional branch in ORE. Yet in conversation withf | much stress is 25X1 
Placed on the Branch responsibility for estimates, and such criticiem is expressed 
of other parts of ORE for preventing the publication of estimates, and for throttling 
attempts to make comments on intelligence items in current intelligence reports, 

25X1 >. Eastern European/USSR Branch: Until recently the chief of this branch was 


PO] Bo enter 
25X1 


“carrying all his intelligence in his head", and for measuring all events in the 
eor Soviet Union in terms of preformed judgements, His successor} sid 
ies + sl an old and experienced Army intelligence officer with much experience in 
the Far East and some first-hand acquaintance with Russia during the recent war. His 
branch personnel are said to be very weak, or at best spotty; and to be committed to 
& priori interpretations of Soviet intentions and capabilities.| his amender 29%1 
of a JIC committee on the Soviet Union, and so has contact with the higher levels of 
policy; he also is chairman of an informal committee on departmental intelligence 
officers responsible for Fastern Europe. Most recent estimates characterise this 
Branch as the poorest in ORE, although it is agreed thet] has not yet had 25X1 
time to improve it. 


ce. Wear Eastern-Africa Branch: This is generally wnsidered to be the best 
of the ORE regional branches. Its ebtef,[ te a former naval 25X1 
intelligence officer who saw duty in the Near and Middle Bast after having visited 
and worked there as an archeologist. He has the respect of his ORE-colleagues, and 
works very closely with the Hear Fastern political desk of the State Department, 
} while maintaining close relations at the same tine with his opposite number in Or, 
State. He coneiders his branch personnel to be ofpigh quality, and is satisfied with 
his working relationships with Current Group and Estimates Group, although not wholly 


so with the Consultant's Panels or the Basic Intelligence Group. 


yori 
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a. 


a4. Far Bastern Branch: Its chief isfs—“‘t‘sSCSCSCSC*«diS CL 25X1 


naval officer with some ONI experience. The branch hes been characterized as "fair! 


ree in ite personnel and output; I was not much impressed vl | put rather more so by 20X1 


25X1 


[nts deputy. The branch appears to have esteblished normal liaison 


relationships which are effective, end to follow in other respecte the general pattern 


of ORE working relationships. I have not heard particular criticiem of the branch 
from Current or Sctiekee Group or elsewhere, but have gained the impression that its 
contribution is somewhat colorless and uninspired, 

e. Worthern Brench: Chief if Si former university professor 
(public adminietration) end civil servant, during the recent war an Army officer 
assigned to London as assistant military attache. He is methodical but rather 
unimaginative, and the outside estimate of his branch is along the same lines. His 


relations with Current Group are generally good, but Northern Branch has been criticized 


25X1 


for low productivity and for poor quality of staff intelligence. It is presumed that 


[| __ recognizes the inadequate quality but feele unable to do anything about it. 


f. Latin American Branch: Ohief if st former school- 25X1 


master who served during the war as a colonel and secretary-general of the Inter- 


American Defense Board, His branch is held in generally good repute, although one 


25X hears references to [os Wacadenic" and “pedestrian, He is a menber, 


of a JIC committee on anti-sabotage, etc., defense of the Western Hemisphere, and 

thus has some insight into high-level policy planning. Latin American Branch appears 

to be fairly well steffed. It failed, of course, to give warning of the Bogata incident. 
Despite their individual differences in staff, quality of intelligence output, 

etc., the regional branches have numerous points of similarity in regerd to operating 

practices. For all of them, the main source of information 4s the State Department, 

both cables end reports. This renges from an estimated 60% of all material received 

(Far Eastern Branch) +0 nearly 90%. Next most important source is military ‘atteche 

reporte, which amount to from 10% to 15% of reports received. 80 generally contributes 

more than ONI, Navy, but quality is irregular and quantity limited. 00, for moat 

branches; is only starting to contribute, and some of them have received next to 

nothing from it, but indicate that they expect it to become an important source in 

the future. Air Intelligence, being still nascent, contributes virtually nothing to ORE. 
All regional branches profess to have well-established liaison contacts with 

departmental intelligence agencies, both for consultation and for providing concurrence 

with finished papers. Intimacy of contact varies to some degree with agencies; OIE, 

State, appears to be rather temperamental in dealing with ORE branches (and it is known 


generally that OIR considers that ORE duplicates its own function in large measure). 
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With some branches OIR has good relations (astern Europe, for example), and with 
others, rather more distent (Northern Branch). Army contacts are generally good, but 
SOM much used. Navy seems cordial, but hae very little to offer. Air is eager but 
next to informetionlese, ORE Branches take a somewhat acid view of 080 security, 
which prevents then from entering i bo housed; but all indicate 25x‘ 
that they have good and cordial telephone relations with 80, and severel (Near East, 

Weetern Europe) dndicate that the SO men working on problems shared by ORE will visit 


25X1 the| sid on request for consultation. ORE personnel are inclined to resent 


25X11 their exclusion fro] however. a 
Tew of the branches see finishe eports on thelr areas, 25X41 
25X1 ana those that are a when received. They 

are described as very valuable, however. 

The Branches spend varying amounts of time in preparing items from cable traffic 
for the Daily Summary of the Current Intelligence Group. Some estinate this as low 
ae two to three hours' daily; from other sources it seems clear that some branches 
spent an inordinate amount of time each day on this work--all morning for several 
analysts, for example. Articles for the former Top Secret Weekly Report took an 
estinated six to twelve hours per week to prepare; no estimate has been received on 
time spent’ on the present Secret Weekly, but it is probably ae much. The pervading 
difficulty of dealing with the Daily and Weekly Summaries so far as branches are 
concerned will be treated in connection with the Current Intelligence Group. 

Staff Intelligence, i.e., the production of lengthy, rather thoughtful estimates 
and reports on given situations affecting regional Branches, is et present on an 
informal basie in ORE. This will be treated in detail in connection with the work of 
the Hetimates Group, but it should be noted here that most projects for staff . 
intelligence, unless requested by an outside agency such as NSC, are initiated by 
ransh secenaael, usually by the analyst assigned to a particular country, Papers 
thus prepared are reviewed and edited by the "branch editor" in those instances where 
such an officer exists (Near East, Western Europe, Eastern Europe have such editors), 
end forwarded 4 Estimates Group for further review, publication, and clesrance, 

The Plene ani Policies Group has not yet cetebdlished o system of priorities on the 
dibiectcustten: of such reports, a fact which bas resulted in the production of staff 
intelligence which is out of date and occasionally irrelevent, and the failure to 
produce needed and relevent estimates. 

The sasatien of outeide, top-level guidence in the production of intelligence 
estimates on importent subjects is dealt witb differently by the Branches, The best 


of them, notebly Near Fastern, believe moat strongly that ORE should have such 


CERRET 


guidence, The question seems lese importent to the Northern Branch and Latin American 


Brench; but ienppeerdet ot Raneats 7605) 10125> CheRDPMOezcoMBBSSHBosuasEeS Branch, 


we 


t r = ; 
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wuch criticized by ite peers, ineists that top-level guidance is imperative. 
Actually, at the present time, little such goidance is received: some branches have 
completed papers at NSC request (the question of liaison with NSC end JIC is a very 
vexed point with ORE), but for the most part intelligence production by the branches 5 
end panels proceeds in ignorance of the questions in the minde of the very national © 
policy plenners end the maker of "operational decisions" whom ORE is intended to serve, 

All beuriohes share personnel problems common to ORE: all are short of CaF 
personnel, all suffer from the extreme delays in security clearance which obstruct 
recruitment of new personnel. 

In general, the branches tolerate the consultant's panels which exist alongside 
them in the ORE structure rather than uphold their special function. They are inclined 
to be critical of the editorial privileges taken by panles on their mmpleted intelli- 
gence, and one of the basic questions of responsibility in ORE refers to the obligations 
of regional Siuichion to accept the advice of congultent's panels and vice versa. 

The branches take little or no responeibility for the coordination of intelligence 
ectivity among departmentel agencies. They refer to the "concurrences" extracted from 
these agencies for ORE's staff intelligence reports, and point out that as now constituéed 
they are not in a position to coordinate departmental intelligence production in their 
perticuler spheres except by means of mutual agreement. In some instances Branch 
personnel lament the inability of CIA to "compel" departmentel action on common 
objectives, but others simply refuse the question, Similarly, ORE bienclios do not 
attempt to coordinate departmentel intelligence collection requests, which are handled 
by OCD. 

The branches 40, however, at least appear to take seriously their ultimate respon- 
sibility for top-grade estimates of situations effecting U.8. security. Although one 
or senee a certain air of unreality considering the fact that ORE does not yet have 
ell source materiel of the highest grade, and considering that ORE is divorced fron 
close contact with policy planners, the responsible Branch officers unhesitatingly 
essert that the responsibility would be theire within CIA in the eyes of the country 
end Congress in the event of, for example, a surprise attack in unexpected force, 

The two speciel branches of ORE without regional cognizance are the Map Branch, 
which was teken over in toto from the Stete Department in 1947 in order to avoid ites 
dissolution for leck of funds; and the Scientific Branch, which was started in ORE as 
_& desic intelligence reporting unit assembling and eveluating information on foreign 
scientific developments. The Map Branch, headed ne conducts map 25X1 
intelligence activities, receiving and collating all new information received in ORE 
on cartogrephic subjects; intelligence cartography, i.e., the drawing and printing of 


mepe to show intelligence situations, such as boundary line questions, ethnic or industrial 


Qietirubtion in a5, Rae rok Rdlede a | ie of 
b 


25X11 


25X1 


25X11 


~~ 
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which are available to other map agencies in Washington, and which to a degree 


coordinates the map intelligence requirements of the government, 


The Scientific ‘Branch, the chief of which is 


was intended to 


prepare estimates and reports on acientific matters. Actually, it has had a scent 
steff (which is now growing, however), and has suffered from a basic inabllity on 
the part off to fit himself into the intelligence field. He considers 
himeelf an RDB representative with ORE, and has resented what he considers diminution 
of his authority in a‘number of respects involving RDB. He has lost apateea ss the 
Nuclear Energy Group formerly in ORE and now in OSO, and has resented this. In 
addition, he has a basic concept of Scientific Intelligence which centers in serving 
the scientific profession rather than the information and security requirements of 
the government. This likewise has made his ‘position a@ifficult. So far as his 
outward relations are concerned, his branch functions much as does the consultent's 
panels of ORE, but to date has produced very little intelligence, and that of mediocre 
quality. | 

Next’ to the regional Srenchiow: the most numerous nenbers of ORE are assigned to 
the consultant's penels, These units review intelligence reports from a functional 
point of view depending upon their particular interest. “hey ae in size and method 
of procedure, As indicated above, their perticuler relation to the reer branches 
is not precisely clear, a fact which gives rise to frequent difficulties. .The Panels 
are as follows: . | | 

@, Global Survey: Strictly speaking, thie is not a panel in the same sense 


,that the others are. It comprises two individuals, Ludwell L. Montague and 


[i ootn former colonels in the intelligence branch of the Army, and both with 


e background as teachers of history on.the college level. They serve a dual function: 
as the euthore and editors of themonthly "Review of the World Situation as it Relates 


to the Security of the United States"; and as mentel prods and censors for the regional ie 


branches, other panels, and Current and Estimates Groups of ORE, Montague 1 


although regarded with high suspicion by the Western European Brenoh for an alleged 


opposition to the production of forecasts and estimates, are elsewhere regarded as the 


most capable of the senior men in ORE, and their monthly product as the most thoughtful 


ieee 

and worthwhile of all ORE publications. Contributions for the latter they receive i £1 
from regional branches and other panels; editing they do themselves by compromise and as al 
a 

sgreement with the initiating branches and panels, The final product is timed to aw 
Cm; 


appear for meetings of the National Security Council. Montague end] appear to 
take a rather broad responeibility in reviewing the staff and current intelligence 25X1 
prepered elsewhere in ORE, and their influence seems to be rather pervasive and generally 


good, They have very etrong opinions upon the ultimate from which ORE should take: 
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a smell, highly selective group of senior, experienced men, whose main fuction 
shall be the preperation of estimates for the use of policy planners. Despite 
their intervention, they consider the present output of ORE to be markedly inferior, 
5X4 dD. Beonomics Panel: ft former colonel in the Arny and 
economics adviser to certain European commande, who prior to the war served in various 
civil service capacities as an economic analyst. The panel undertakes to review 
information for its economics implications, and to prepare estimates on the economic 
capabilities, etc., of potential enemies. In addition, it reviews the staff intelli- 
gence of other branches and panels in terms of its economics content. It has been 
eriticised recently as having become obstructionist, and for having produced little 
on ite own despite a large personnel roll, The latter charge is not wholly accurate, 
since it has prepared studies at the request of the Munitions Board, and hes initiated 
some other staff intelligence, but not a very impressive total, [ ee convinced 20X1 
that hie staff ia excellent, and is pleased that it includes experts in petroleun, 
mines, metallurgy and other fields, He considers the economic output of the regional 
brenches generally very poor, and believes it highly important to check it carefully, 
c. Treneportation Panel: This also operates as a true panel of experts who 
review the transportation implications of steff intelligence papers, ond who also 
produce intelligence reports of their own, Some of the latter have been on inter- 
‘National civil aeronautical subjects, and have Bead pepared at the request of | 
federal seronautical agenices. Oirculated as CIA studies, however, they have appeared 
to lack the essentiel elements of national intelligence. The panel is generally well 
thought of, I am not able to comment on the capabilities of the ctets[ 25X1 
but the panel has more respect than the other in ORE. 


25X1 
d. Internetionel Organizations Panel: This unit, the head of which ie 


[ttsi‘zd@C™ a former naval intelligence officer and for many yeers a lawyer 
practicing in New York, studies developments in the United Nationa, ite many sub- 
sidiary committees and organizations, the international trade union movement, the 
World Trade Organization, international youth movements, and even the ECA. a) 25X11 
is energetic, md is proud of the quantity of intelligence which his smell unit (two 
assistante) hes turned out. Elsewhere one heare that the penel has perhaps taken too 
broad a field, and has become wrapped up in petty organizational waters of little 

25X1 general concern. [namie that his unit does little "consulting" with branches 
or other panels, | 
@. Military Pane): This ie staffed by three senior officers of the Arny, 


Navy (Marine Corps), and Air Force, ‘The two whom I 7 25X1 


were by no means impressive. I gather that their contribution to ORE intelligence 


pepers is very limited and that they rT \a ee own, 
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The intelligence product of the several regional branches and panels is edited 


end published, ag indiceted earlier, through the Current Intelligence Group and the 
Estimates Group. These will now be considered. 

The Current Group, the chief of which | He was assigned 25X1 
to CIA by the State Department and is a former member of RéA Branch, 088, as a mender 
of which he assisted with the preparation of current intelligence reports. He is 
generally well regarded in ORE, except by the Western Furopean Branch. The work of 
his Group falls into three categories: the preparation and publication of the Daily 
Summary, the Weekly Summary, and of Special Evaluation Reports, 

The Daily Summary, issued deily except Sunday to the President, the Secretaries, 
the Chiefs of Staffs and the Departmental intelligence chiefs, contains bfiefs of the 
most eignificant reports received during the preceding 24 hours. It is prepared 
basically from the daily increment of State Department cables. This material is 
received in the’ morning in ORE; one copy of each cable is kept for Current Group, and 
enother is sent immediately to the appropriate regional branch. In each place the 
cables are reviewed and decision made on which should be considered for inclusion in 
the Daily. The branch then undertakes to draft briefs of cables which it wishes to 
nominate for the Dally, together with such comment as it wishes to make, This material 
is then brought to Current Group, and submitted to editors there. These individuals may 
accept the brief and comment as written, reject both out of hand, or recommend changes. 
In either of the latter circumstances there is likely to ensue a period of. negotiation 
with branch prsonnel, who must be convinced as to changes or reconciled to dropping 
of the item, One of the constent sources of internal irritation in ORE is the lack of 
clear-cut responsibility between the Branches and the Current Group on the editing 
of Current Intelligence, 

“ [| it should be noted, is aware of criticisms directed against the Daily 
Summary: i.e., that it is not a summary, that it gives a necessarily fraguentary and 
spotty view of the totality of events of the preceding day. He says, however, that the 
White House in particular seems pleased with the Daily; there is general consent 
that such a publication must be preparéd dy some Washington agency; and that State 
Depsrtment, which supplies 90% of the material appearing in the Deily, is generally 
willing end even anxious to have CIA assume the responsibility for the publication, 

It may be noted that working-level views of OIR, State, differ substantially with this 
view in regard to the Daily. . 

. The Weekly Summary, formerly Top Secret and now Secret, is now in effect a 
situation report, withitems contributed by each regional branch on significant events 


in ite area during the preceding eight days. Ruddock agrees that the contents of at 


ECRET 


least the first such Weekly as contributed by the branches vere neither very 11 1uminat-—> 
ing nor very thoughtful—-about on the level of inforned newspaper comment. Se says 
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regione! branch porscunel. Preceding the cceebihiiaeiies “page over-all 2°X1 

summary of the week's developments prepared in Current Group;[ | has hopes thet this 
section may come to perform a task of synthesis which will improve the general 
cheracter of the Weekly. 

_ The Special Evaluation reports ere prepared infrequently and only when ORB wishes 
to report on a situation of urgency end gravity. Originally, conceived as a | 
"Memorandum for the President" from CIA, the Special Evaluation now receives distribution 
identical with that of the Daily Summary, and is regarded by ORE ap a channel for 
reporting quick evalurtions, based, however, on more than one source, to the upper 
reaches of the Government. [_ fects that in the event of sudden national 
emergency the facts as available to ORE would probably be reported via this channel, 
It is not used so rarely as to be disregarded by Current Group or regional branches 
in the event such an emergency aid ousuxe At the same time, no epecialbvaluations 
were prepared during the Ruseian crisis of March, nor during the Ozechoslovakien or 
other sudden alert, It should be noted that Special Evaluations, like the Daily 
Summary but unlike the Weekly Summary, need not be concurred in in advance by 
departmental azcnotes are consultedon then. . . 

The handling of steff intelligence reports written in some detail on relatively 
broad subjects is the responsibility of the Estimates Group, Originally conceived, 
along with Current Group, as a single Intelligence Group for ORE, the Bstimates beaks 
is now not much more than an editing unit in the sense of adding literary polish, not 
in. the sense of altering interpretation or meaning which aleo sees to the details of 
printing and to the mechanical aspects of obtaining departmental coneurrences prior to 
publication. Ite acting chief if sid a former naval intelligence officer 
whose civilian experience was in the fields of engineering end financial and management 
enealysis. He is regarded as somewhat lacking in force. 


ba orteinetiy conceived, and ee carsted out we] 


the function of Eetimates Group was to indicate priorities for the production of staff 
intelligence: to sugrest areas that should be concentrated upon, and to assign , 25X11 
perticular subjects if necessary in the light of over-all intelligence needs. <A part 
of this function is to be teken over by the Programs section. of the Plane and Policies 
Office’ in the near future; but for the present there is no effective guidance of the 
production of eteff intelligence outside of the regional branches and panels themselves, 
Thus, the brench chief may gaeten an analyst to prepare a paper on a subject that 

seens important; or, as more frequently happens, the analyst may decide thet from 

his own point of view a subject is interesting ne perhaps important, and so he Sens, 
prepares an extensive paper. More or less by the inertia of the orgenivzation, this Pn 
peper climba up through the ranke of the regional branch, past its chief and under ed 


the scrutiny of ite own editor, into Eatimates Group where it 1e polished and in partion, 


perhaps rewrittdy for clar i a concurrence, 
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now pass a rigid end responsible inspection for lts relevancy, national intelligence 
significance, or its timeliness, and it has generally been so tardy as no longer to 
be timely if it was planned to be so at the outect. 

The Estimates Group hase the same problem as the Ourrent Group in reaching 
agreement with the branches and panels on the wording of papers, bat probably not to 
the same degree, Ite special grievence is the unwieldiness of the present method of 
obtaining departmental concurrences on ORN intelligence reports. The mechanical 
aspects of thie procedure--messengers, deadlines, consultations with departmental 
authorities, etc. ,--are handled by Estimates Group. When departmental agencies raise 
objections to the contents of papers, however, the Zstimates Group then arranges 
conferences at which the originating branch and the dissenting agency may review 
together the causes of the latter's dissent. [ __ Jona the branch pergonnel find 25X1 
thie system tedious end often little more than a discussion of semantics, More. 
seriously, they atate that there is a fundamental lack of understending among the 
departmental agencies es to the precise nature of Heoncurrence® end "substantial diesent, " 
i.e., whether concurrence means absolute agreement on the particulars of analysis, 
interpretetion, estimation, etc., or whether it may mean general belief that the main 
consideretions have been set forth fairly. Equally, does "dissent" mean opposition 
to the whole concept of the paper, or may it be entered if a departmental agency 
‘disagrees in one of several conclusions? These matters have been drawn to the _ 
attention of TCAPS with the hope of getting a clarifying directive issued by NSC: 
these efforts are now at a etslemate. Becruse of its difficulties with the departmental 
concurrence system and its difficult relations with the regional branches and panels, 
the personnel of Eetinates Group have elaborated rather strong but probably inaccurate. 
views on exactly how a Central Intelligence Agency should operate, and how it should 
coordinate departmental intelligence agencies. The departmental agencies,for their 
part, are not serloualy troubled by the concurrence problem. Although they find it 
occasionally troublesome, : 

Existing apert from the branches and panels, and also from the Current and 
Estimates Group, is the Baeic Intelligence Group mentioned briefly in an earlier portian 
of this report, Its single mission at the present time, and in the foreseeable future, 
is to promote the compilation end publication of a series of National Intelligence 
Surveys. These will include a summary of all the basic data available on national 
areas: location, geography, topography, hydrography, people, cities, politics, 
sociological etructure, ete., and will constitute a permenent replacement for the 
war-time JANIS series and the subsequent War Department’ SID series. On the basis of 


experience ae chairman of an ad hoc committee of CIA and departmental authorities, 


ee 7 Werle 
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suamary of the contents of each future NIS, and has arranged for allocation of each 
chapter, section ent sub-section to one or more departmental agency. -The latter will 
have responsibility for the collection and review of the material siscaae hd for sections 
assigned and will furnish Basic Group, ORB, with finished text. Basic Group will 
review this text with its ow steff of editors, submit it to the appropriate reetonet 
branch or panel of ORE, and include it in the finished loose-leaf study. In co- 
ordinating departmental production of this raterial, [ _ nes had departmental : 25X1 
agencies state their personnel and financial needs in advance, so that these may be 
considered and approved in advance by ac, Final approval of the rogram has yet to 
be given by WSC, but is expected before 1 July 1948. 
| The staff groups of ORE, as indicated earlier, are the Administrative Office and 
the Plans and Policies Office. Administration undertakes three major resyonsipittstee! 
control of intelligence reports; procurement of personnel; and working facilities 
and arrangements. ‘The extensive control systen for documents appears to be not only 
adequate: but good, without being too ponderous for its a The Peeves procure- 
nent task is very difficult because of the length of time--four to six nonths-—-now 
required to obtein security clearances on all clerical and professional help, and 
because of the difficulty of attracting genuinely high-caliber individuals into ORE 
positions because of selary, anonymity, and delay in appointment. These consid erations 
have contributed to a number of personnel probleme which seem now to hamper the efficiency 
. the entire organization. The allocation of working facilities, space, etc., is on 25X11 
a level with other federal agencies. Its chief t~—<‘CCSCY 
and civil servant. 

The Plans and Policies Officer isl sd a former air force intelligence 25X41 
officer with an erchitectural end building beckground, His staff is responsible for 
ORE lietsch with such outside groups as ICAPS and departmental intelligence planning 
groups. It also reviews allocation of responsibility, etc., within CRE, and acts as 
the Aseistent Director's advisory group on intelligence planning. When fully established, 
the Programa section of Plens and Policies will provide firm guidance for the production 
of eteff intelligence papers. Its Fequirements section already reviews requirement 
ne of ORE divisions and passes them to OCD; 1t has elso teken over some general 
field collection requirements responsibilities from the original OCD before its recent 
reorgenization. Plans and Policies, interestingly enough, now has a unit reviewing 
meteriel from special sources, and it de understood that this activity will expand 
in the future, rather than be surrendered to regional branches, panels, etc., where 95 x4 
other substentive reports are reviewed. [ _i|ae acutely aware of the "coordination" 
responsibilities of CIA and ORE, and conscious that they have not been discharged as 
wee originally anticipated. He credits this failure to an unwillingness of the 
Separtnental ncies_ to submit to coordination by CIA, with the result that in some 
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aware of the divorcement of ORE from planning agencies on the highest level, with 


the result that ORE lacke contact with the realities of national policy. These 
eriticiama end others of ORE will be reviewed in some detail in later portions of 


this review. 
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This diecussion will be based upon the four aspects of intelligence coordination 
described tn Mr. Jackson's Letter to Secretary Forrestel of 14 November 1945, Although 
the categories of coordination set forth there were meant to apply to a central 
intelligence agency as a whole, they are applicable to a degree to the Office of Reports 
and Estimates as now established, and will be considered here in that Limited sense. — 

1. Coordination in the collection ofinformation! ‘ORE's contribution to this 
aspect of centralized intelligence activity is confined to one fu ction, and that one 
lately acquired. This is the responsibility for coordinating and evaluating priorities 
of field collection requirements of ite own and of departmental agencies. Until 
approximately 15 May 1948 this function was discharged by the Office of Collection and 
Dissemination of CIA, but following OCD's reorgenisation the requirements task wes: 
hended to ORB, end has been assumed as indicated earlier by ite Plans and Policies 
Officer. | 

In theory, ORE's function in thie field is to receive intelligence requirements 
specified by departmental agencies, review them in the light of the overall needs of 
U.S. intelligence, decide which requirements ere most pressing, end forwerd those 
given priority to OCD for assignment to the proper division or divisions within CIA 
or to the departmental iceneie (or both) for action in Washington or in the field 
or doth. 


The mechanism for issuing requirements has not been fully elaborated, At present, 


however, and in the foreseeable future, there will be no coordination through the IAC, 


the closest corollary now in existence to the Directorate of Intelligence mentioned 
in Mr, Jackson's letter, Since ORE is almost wholly deprived of access to the current 
plane of the chiefs of steff end the intimate objectives of American foreign policy, 
there is little question of coordination in this respect, except as ORE personnel may 
make shrewd assumptions as to national objectives and plans. The specific soli ection . 
assignments end the procedures to be followed by agencies receiving the assignment 
are beyond the curviaw of ORE. Similarly, the responsibility for seeing that 
intelligence furnished as a result of tesusd requirements is sent to the proper 
place belongs to OCD rather than to ORE, 

Neither ORE nor other divisions of CIA have attempted to become @ centralized 
collection agency. Instead, full use is made of departmental collection facilities, 


as well vs the common services of 00 and OSO esteblishedin CIA. 


Materiel from special sources is not now centralized in CIA. i: 25X1 
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‘duplicate ID, Army's order of battle function; 
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Ze Coordination in the evaluation and co 


theory, as explained in Mr. Jackson's letter, this would involve assignuent of primary 


responsibility in certain intelligence spheres to departmental agencies (such as has 


been done to « degree in NSC-3), with Cla (ORE) performing the function with regerd 


to fields of common usefulness. 


Actually, there is no doubt that ORE serves a8 a "fifth" departmental intelli- 


gence agency, overlapping to ea greater or lesser degree the collating and evaluatory — 


functions performed in departmental agencies. ORE does not, it is true, attempt to 


Navy's strictly naval intelligence, 


or Air Force's intelligence with regerd to foreign air capabilities. It does, however, 


broadly. overlap Orr, Stete's work in economic and political intelligence; it does 
duplicate nilitery-politicel and militery-economic snalyses which (properly or 


improperly) are now being written in ID, army; and it does undertake extensive projects 


of reporting current and staff intelligence which incorporates the same basic raw 


materiel used by the depertmental agencies in their oy work. 
The theoretical justification of this extra-departmental intelligence production 


on ORE's part is the assertion thet ORE is producing “national intelligenfe" rather than 


departmental intelligence. Insofar as this term is defined, it means that OPE is 
concerned with a "broader field" then departmental agencies; that it considers national 
security as a whole rather than segments or fragments of it; that it interprets reports 
independent of a "departmental bias." A more practical justification “which recurs 
“repeatedly as the explenation for the production of, in particuler, iteas of steff 
intelligence, 4e thet "no one else is doing it." By such negative reasoning, CRE 
appesrs rather frequently to explain the production of intelligence studies which 

are circulated into the highest levels of the government. 

The true significance of ORE's status as @ "fifth" intelligence producing agency | 
lies in the fact that it has rejected any intelligence concept whereby the departuental 
agencies would provide it with finished studies which it would then review and perhaps 
incorporate in national estinetes; or any further concept of defining departmental 


‘responsibilities in the fields of evaluation and collation, with consequent assignment 


ole 


of function end exercise of control over the product. More precisely, ORE has 


largely and consciously abdiceted any responsibility or right to define departmental 


celine tte dtidbe ri 


eveluatory and collating functions, to require that they be performed, and to demand 


we H 


that they be made to conform to an over-all pattern of netional intelligence activity. 
It is true that ORE is now involved in a project under consideration by ICAPS for 
establishment of as standard operating procedure 4n the interdepartmental production 
of staff intelligence papers, which will define the terms upon which such papers may 


be proposed, written, and issued by CIA with the cooperation of departmental agencies. 
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This measure hes not yet got near the stage of approvel, and 1t seems probable that if 
"approved it wlll incorporate emple provision for departmental agencies to plead prior 
commitments in declining ORE requests for colleboration. 

Interdepartmental coordination, indeed, has never meant much more to ORE than 
interdepertmentel entreaty to assist in the production of intelligence studies, The 
present Director has never teken a firm line with his own people or with departmental 
agencies in uieting upon coordination of this sorth; and in the absence of any such 
attempt, the depertmentel agencies have consistently refused to place CIA requirements 
ahead of their own commitments to their cheifs of steff, secretaries, etc, There is 
eeneral agreement in‘ORE that until NSC or other agency can enforce CIA's right and 
reeponsibility to coordinate evaluation and collation, there can be nothing left to 
ORE except to fu ction es it now does, as an independent intelligence producing agency 
with no more rights or influence than the departmental agencies, 

With respect to the "fields of common usefulness! now incorporated in ORE, viz., 
| the Scientific Branch nnd Aits Mep Branch, there is no question of their primary : 
function in collation end evalustion. The Map Branch is nowhere duplicated in the 
government; and the Scientific Branch is established on somewhat different terne 
from the technical and scientific branches of the departmental agencies, Ite mein 
quarrel, indeed, is over the distribution of responsibility for scientific intelligence 
within CIA, not outside, Economic intelligence is assigned by NSC-3 to each 
departmental agency ineofar as it is interésted; the economics panel of ORE serves as 

& conenlting body and es a collating and evaluatory agency to Annape special requests 
| for economic atudies addressed Bs CIA. It attempte no general aeordiaatand of 


economic ihtelligence in the government, 


| . | } % 
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3. Coordination through centralization of intelligence facilities or services 


of common ueefulness: In a broad sense the "services of common usefulness" of CIA 

are those performed by 00 and OSO, ORE iteself, however, does provide certain such 
services, As indicated above, the Map Branch and Scientific Branch perform functions 
not specifically duplicated elsewhre. In some degree the economic panel, transportation 
panel, international organizations panel and the global survey panel afford facilities 
not specifically provided elsewhere. In a somewhat limited sense, the Current 
Intelligence Croup, in producing its Daily Summary and its Weekly Summary, performs 

a service to the higher levels of the government not available at present through 
departmental agencies, but possibly capable of being performed by them. 

The unique "service of common usefulnesa" involving a high degree of departmental 
| coordination now performed by ORE is the work of the Basic Intelligence Group in 
planning and executing the National Intelligence Survey series. Ae indicated in 
Part I of this summary, the Group's role is purely that of allocating intelligers 
responeibility to departmental arencies, receiving a finished product from them, 
editing and checking it, and issuing completed studies which represent the combined 


and coordinated work of the departmental intelligence agencies. 


vr 
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nature: As conceived in Mr. Jackson's letter, and as originally conceived in CIG under 


Adm. Souers, the function of coordination in the production of strategic estimates 
4nvolved contributions of finished estimates within their own spheres from departmental — 
agencies, similar contributions from the "special service" departnente of CIA, and the 
discussion and reworking of the whole into a completed national estimate by CIA, specifi- 
cally by ORE. Actually, in its role of a "fifth" departmental agency, ORE is not > 
now performing this function, and probably cannot perform it under existing conditions. 

Instead of comtining the considered opinions of departmental agencies into 
integrated and balanced national estimates, ORE now undertakes to prepare ite own 
intelligence studies (which may or may not be estimates in any broad senee) from the 
materials available to it, Having completed and edited ite draft, GRE through its 
Estimates Croup sende the text to the departmental agencies for their review and 
formal concureatice or subetantial dissent. In this way, again by indirection, ORE 
considers that it expresses coordinated departmental opinion through its own repats. 
Should departments enter objections, ORE representatives discuss the questions with 
then, make alterations if neceesary to obtain concurrence, and then publish the paper 
as it appears after this scrutiny and compromise. The final product, instead of being 
a basic disaussion and reworking of departmental contributions, no one of which covers 
the entire scope of the finished estimate, is a sort of Gallup Poll of depertmental 
agencies on the literary efforts of ORE employes. . ; 

There are numerous reacons why ORE, as it is now constituted, is not and probaly 
eaniot undertake a broad estimate-producing function of weight and meaning. At the 
outset it hae no adequate access to policy-making circles, either in JIC or HSC, It 
lacks almost entirely any information on day-to-day formulation of American foreign 
‘policy and military policy. It assumes that it can only solicit, hat in hand, 
departmental studies on given eubjects, which are then supplied within the linits 
of departmental convenience or not at all. It has relatively few personnel equipped by 
background and intellectual Gonrevence to prepare national estimates on the highest 
level. It does not have sufficient paadanee within itself or within CIA which would 
give it the moral and intellectual strength necessary to perform euch a task. 

The curioue contradiction of ORE at present is that some--but not all--of ite 
personnel believe it to be performing a national intelligence function of great 
value to the government. They recognize in large part that responsibility would be 
theire in the event of another Pearl Harbor; vet fail to comprehend that they are 
not producing the sort of national estimates which would most probably preclude 


Pearl Herbor from recurring. 
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Even Mr, Babbitt, the head of ORE, recognizes that the present activities of CRE 
are much different from ‘chose envisaged by Adm, Souers or contemplated in Mr, Jackson's 
letter. He professes confidence that ORE ae now constituted could discharge auch a 
. fansbton provided it had the right to compel support and assistance from the departmental 
agencies, He obviously feels that there is no danger of the departmental agencies 
approving any suck outside demands upon themeelves, and appears to be content to allow 
ORE to continue as at present. It is not readily possible to obtain from him a precise 
definition of just what ORE is now doing, and for whon. 

In this connectiqn, it should be noted that the considered staff intelligence 
reports which ORE now issues in the "ORE Series" are generally initiated on a low or 
medium branch level, are approved by branch heads without reference to or knowledge 
of broad intelligence needs dxaent as these appear evident on the working level, and 
are finally completed and iseved again without much concern for timelinees or 
relevancy. The programs section of the Plans and Policies Staff is expected to 
remedy this situation in some part; but until ORE hed access to policy planning it 
can never be related precisely to the Seal tnteilipenes needa of the country at any 
' given moment. 

In fine, the coordinative function of ORE is negative if not nonvexistent except 
in certain specified and rather closely limited dieaee ‘Underlying QRE's failure to 
contribute in this field is a conviction, held in varying strength by the responsible 

people in RE, that it should be doing more coordinating, that it was intended 
originally to coordinate rather than to produce, that it could apardinate df it had 
stronger leadership, a more precise charter, more authority over the departmental 
agencies... There is in some aiaetare considerable dissatisfaction with ORE's present 
output, and an anxiety to change it back to the earlier concept of high-grade co- 
ordinator of. departmental intelligence the mission of which was to produce national 
estimates. The practical difficulties of sailaving tris coordination at the present 
time, the inertia of events since CIG days, lack of real leadership in CIA, and the 
ponderous characrer of the preeent ORE structure, however, all militate against 


ORE's aseumption of a firm commitment in the field of interdepartmental coordination. 
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We have now reviewed the present organization and operation of ORE, and have 
considered the manner in which it discharges - or fails to discharge - its function as 
a coordinating agency in the production of national intelligence. It now remains to 
specify in what manner ORE has earned praise or censure from its own people and from 
qualified observers outside; and to evaluate what appear to be its strengths and its 
weaknesses. It is important to poem out that this attempt to arrive at a balanced 
view of ORE's good and bad qualities is shaped by the assumption that its mission is 
pesca the one which ORE itself professes, viz., that it shall produce "national 
intelligence required for national planning policy and operational decisions." It 
shall be assumed that such policy and decisions are on the top level of the government, 
and potentially may affect the fundamentals of national security. 

The praise which one hears for ORE is more or less desultory, given fiswicntis in 
reference to a particular report or series of reports, and with greater or less 
mindfulness of the broad mission of CIA and ORE. Thus there is some attempt to justify 
ORE by saying that it "does what nobody else is doing," that its papers and reports 
cover gaps in the Washington intelligence picture which hela to be filled, and which would 
remain gap were it not for ORE's intervention. It is hardly necessary to point out that 
any such statement begs the question of whether the gap which ORE happens to fill genuinely 


needs filling from the point of view of national security; and algo whether it is, truly 


es 
aw 


. ORE's function to act as intelligence backstop and gap-filler in any event. 
ORE is also described, generally by its own people, as "the only agency that gets 
everything” in the way of intelligence raw materials. Actually, they do not "Get everything 
particularly special source material and operational information. When it is pointed out 
that there ia wide interchange of raw intelligence among departmental agencies, ORE people 

reply that they get the fullest dissemination first, and therefore can perform an 
evaluating function more rapidly than other agencies. In rebuttal it may be pointed out 
that speed of distribution is rarely of the essence when it comes to preparing a lengthy 
and weighty staff intelligence estimate. In the field of Current Intelligence it has 
some application, but is not an intrinsic superiority of CIA or ORE. At best, it implies 
a broad: field of duplication between ORE and departmental agencies, which presumably 
receive as much raw material as ORE and which read it with equal care a few hours later, 

"ORE contains many good men, and given a chance could do a lot." This rather 
uncritical observation is related to another point of view, to the effect that ORE is 
after all a very young agency, and must go through the customary tribulations of growing | 
up. It is a recognition of present short comings rather than a definite promise of | 
better things to come. 

Some observers give ORE's output of finished intelligence fairly full marks. The 


most frequently praised item is probably the monthly "Revire of the World Situation as 
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it Relates to U. S. Security". Other, rather general, approval is given to the Daily 


Summary and to the ORE series; the Weekly Summary appears to make relatively little 
impression. On the other hand, one experienced observer, whose view is not unique, 
remarked that ORE's output is "spotty, ranging from less than fair to excellent." 

Some critics find the Monthly Summary itself wordy, irrelevant and not very penetrating. 
In general, one can confidently say that the ORE output is variable in quality and 

usefulness. | _ 

The criticisms of ORE are more numerous and specific than the plaudits, perhaps be-~ 
cause it is easier to solicit unfavorable comment than it is the opposite. In broad terms, 
these criticisms are as follows: | 

| It is frequently said, both inside and outside of ORE, that ORE (and CIA) fails to 
coordinate intelligence in Washington and the field. This has been considered in Part II 
of this summary, and so will not be reviewed here. 

It is aleo said that the ORE product is frequently not "national intelligence," and 
that ORE, apart from its Current and Basic Intelligence which are not meant to be considered 
commentaries on national security problems, produces much nat has little specific 
connection with U. S, security, even when broadly considered, and is often not timely so far 
as the subjects considered are concerned. In this bonnaekion may be cited the reports on 
civil aeronautical subjects mentioned earlier; and other reviews of subjects unrelated to 
operational needs. Some branch chiefs of ORE go so far as to say that all of ORE's output 
is by its nature "national inteltigenss® others, more cautious, consider only that "national 
intelligence" occurs in many ORE studies, but is not necessarily the sole content of these 
studies, and not necessarily as rigorously defined as should be the case. 

It is also objected that all CIA reports, although they may and often are unrelated 
to operational requirements or to national planning go directly to the President. This 
results in his receiving a flow of intelligence information which may not be relevant or 
timely, but which conveys the impression that it represents the best efforts of the combined 
intelligence services of the government. Aside from questions of departmental resentaent, 
there is a serious question of whether the White House may not be misled by the intelligence 
products which is not privy to national security policy, lacks full source material, and is 
staffed overwhelmingly by junior analysts. 

With regard ti Current Intelligence, there is a rather vocal body of opinion which 
questions the necessity either for the Daily and Weekly Summaries to be produced at all, or, 
if they mst be produced, whether ORE should be responsible for the function rather than 
the State Department. It is pointed out that the Daily, in particular, is fragmentary, 
disconnected, and in no sense a summary except as it happens to brief the cable messages 
of State and other agencies which are most vital on the day they are received. It provides 


no daily running comment on the world security situation of the nation, and such comments 


, SECRET 


Approved For Release 2003/1 0/23: CIA-RDP86B00269R000500050059-7 


Zl 


Approved For Release 2003/10/22 : CIA-RDP8680269R000500050059-7 SECRET 
as CIA adds to departmental field reports are often no more than truisms, and sometimes 


judgments which in their nature can only be made effectively in the field and not by any 
headquarters agency. In rebuttal, the Current Group of GRE asserts (correctly) that Mr. 
Truman "likes" the Daily Summary in its present forn; and that State is not anxious to take 
or the editorial responsibility of producing it. The Group also asserts broadly that 
"some such" report of the cream of daily cable traffic is required in the government, and 
that their product fulfills the requirement. 

Finally, there is some criticism to the effect that ORE duplicates departmental 
agencies. This comes in particular from OIR, State, which considers that the political 
intelligence produced By ORE is parallel to their own output, and could be supplied by then 
on request of ORE. Such criticism draws a distinction between the "special services' which 
a central agency can perform for all intelligence and the broad duplication of services or 
functions which occurs in fact. When this is discussed with ORE personnel they are inclined 
to say that they have not found it possible e obtain the coverage in fields allegedly 
duplicated from the departmental agencies, and thus have had to enter these fields themselves. 
This is an attitude also reflected in ORE's stand toward departmental coordination: that is 
an attitude also reflected in ORE's stand toward departnental coordination: that in the 
absence of coordination, ORE mast supply the services it needs and which departmental agencies 
will not supply. - | 

There are a number of other criticisms of a are wpedivie nature which are directed 
against ORE. Each of them, however, has bearing on the general problems just cited. They 
will be considered individually in the analysis of ORE's weaknesses to follow later. 

On balance, the ariticden of ORE function seems to outweigh the ee accorded it. 
Yet there are certain assets in ORE as it is now composed which cannot be overlooked and 
which gives some promise of a more effective and healthier organization. One such asset is 
the generally serious and sincere purpose of the people holding responsible positions in ORE. 
Some of them, it is true, are more than mildly critical of the present organtzation and its 
auepues others are lesa inclined to find fault, but still hopeful that better chinge°oan 
come. Broadly speaking, however, there is interest in ORE and CIA, an gaxiety te perform 
well, and.a certain pride in ORE and its products. The personnel situation appears to have 
a number of defects which will be mentloned later, but along with the defects is a certain 


amount of ‘espgrit which may in itself overcome soma present shortcomings. More specifically, 
25X1 


there are a number of able men in ORE; among then are Montague and[ ot the Global 


Survey panel, although these are warmly criticized by Western European Branch; [ re 


Olesen Intelligences[ | the Plans officers[ | chief of Near Eastern Branch; and 
some others. There is much question as to the concrebuttod of | chief of Western 25X1 
| European Branch, but he hai a forceful parecnality and vigorous ideas. ORE appears to have 
moved rather slowly - perhaps too slowly - in its relations with departmental agencies, but 


as a consequence has established generally good if not unique working relations with then. 
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’ ORE's men are giveh Pepyeseeor le ASC ROO 1! 42. GHAR OES ART WOR at Aadntal agencies; 
and while it may be argued that a central agency should command greater respect than this 
among its peers, the existing situation could be much worse. ORE's Daily Summary appears 

to be well thought of at the White House. In the production of its staff intelligence ORE 

' appears to stress the overriding question of national security, and to make some attempts 

at estimating capabilities and intentions. Thus is does not lay itself open to the criticism 
of OIR, State, viz., that reports are often academic and post facto. Some ORE products have 
been out of date, but have made some effort to cope with an existing security situation, 

and not merely to recite what has gone before. 

With due regard to the merits which ORE may now claim to have, its defects and 
weaknesses are more telling than its points of strength. Especially is this true in 
measuring the present ORE against the yardstick of national intelligence production for 
policy planning and operational direction. The following appear to be the outstanding 
weaknesses of the present organization 

(a) It has insufficient access to the acinsels of the policy planners and the 
directors of diplomatic and potential military operations. As.explained in Part I, ORE's 
contact with the National Security Council is, in the first instance, through Mr. Childs 
ICAPS, who is not a substantive intelligence officer, and is personally rather limited 
in outlook. In the second instance, Mr. Montague of ORE attends some meetings of the 
NSC staff in an effort to ascertain the problems of national pedal upon which the 
Council and its staff are working and which may be presumed forte: important. tHe 
attempts to keep ORE informed of the intelligence requirements, and to eucas ones 
operations in the light of the NSC's own needs and priorities. Neither effort is 
particularly successful, but not because of Montague. Although he has obtained some 
specific requests for estimates from ‘if and although he has provided substantive 

counsel in discussions by the NSC staff, he has not been able to obtain constant oseean 
to NSC deliberations in such a way that ORE potentialities can be exploited fully, or 

. that ORE may have the advantage of NSC guidance and direction. The Director, who attends 
NSC meetings, provides no assistance at all. | | 
A similar situation exists with regard to JIC and JIG. The liaison again is through a 
member of ICAPS, whose net contribution since his appointment as CIA member of JIG in 
January, 1948, has been to present two JIG papers to ORE for comment. He has in no way 
kept ORE informed of JIG or JIC thinking or problems, and has not conveyed any requests 

for original estimates from the Joint Chiefs to ORE. Thus with sagnaek to both of 
these senior agencies which guide and develop American policy, ORE's status is that of 
isolated agency more ignored than consulted and given only limited responsibility aoe: 
the preparation of national intelligence estimates pertaining to actual security 
problems. The fault lies perhaps es much with NSC and JIC as with CIA, but the failure 
of the latter to exploit its special status with respect to NSC in particular cannot 
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(b) ORE has little or no access to current U.S. operational information. This is 
another aspect of the agency's separation from the policy planners. Not only is it 
ignorant in most instances of the immediate problems confronting these planners ( the 
Russian crisis of March - April, and the recent Tsingtao problems are examples) and not 
only does it not provide intelligence estimates tailored to fit these problems, but it 
is not informed of steps taken by State Department and service departments throughout 
the world which may and regularly do deeply affect the capabilities and the probable 
moves of foreign states. It is true that the Current Branch of ORE does receive a 
limited flow of State Department operational information, but not to a degree or in 
sufficient volume to keep all branches and panels of ORE informed of U.S. diplomatic 
moves as they are anticipated and as they occur. Equally important, there is no flow 
of any kind of army, navy or air movements in occupied areas or foreign parts which may 
result in corresponding measures or movements on the part of foreign states under 
scrutiny by ORE. In the absence of such operational information, except as it appears 
in the press or is transmitted by government grapevine, ORE cannot fully evaluate the 
national intelligence it produces. Again, the Director does not insist that his agency 
has access to such information. 

(c) ORE personnel are not capable of preparing genuinely high-grade national 
intelligence. This weakness is traced to the recruitment policy of ORE after it under- 
took rapid expansion in 196 and 197. At that time numerous junior analysts were 
employed before senior positions were filled. As recruitment for the senior positions 
lagged, juniors were too frequently promoted to teke these vacant places for lack of 
incumbents. The result was the placing of heavy substantive responsibility in the 
hands of youngish individuals whose academic experience and travel were strictly limited, 
and who lacked almost completely any first-hand appreciation of the problems of forming 
national security policy. An equally dangerous situation has arisen es a result of this 
policy of rapid promotion: the subsequent applications of more qualified individuals 
for senior positions in ORE have sometimes been ignored purposely in order to protect 
the positions of individuals already on the rolls. 

. Not all branches in ORE have suffered from this administrative failure; notable 
exceptions are the Near Eastern and the Latin American branches. Some of the younger 
men, moreover, have risen to their jobs and have shown genuine promise. The opinion 
persists in ORE, however, reinforced by the almost daily experience of the Current Group, 
that a large body of not fully competent but somewhat stubborn individuals is still 
employed in ORE, with the result that intelligence production is not on the intellectual 
plane which might be supposed. 


A further criticism of the personnel situation is based on the prevalency of active 
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or forner service officera in the higher administrative positions of ORE who tend to 
hang together. There is evidence in ORE that a ao-called "Navy clique" exists among 


naval officers, active and reserve, assigned there, and that this clique has been able 


a eos eater mm eat unernuenmeN temps 


to influence internal ORE policy through the outside intervention of ONI with the 
Director of CIA. This is denied by Mr. Babbitt, but almost certainly exists. 

The sereciiiel situation in ORE is particularly serious when considered in the 
light of the Office's mission to produce national intelligence estimates for policy 
plenning, etc. If the estimates to be used by planners are to be written by men of 
limited experience, and background, who may or may not be conscious of their limitations, 
but who cannot fail to be aware and perhaps jealous of their important roles, some 
nis judgment may be expected to occur. Even review by highly competent senior officials 
cannot prevent mistakes fron being made; and certainly cannot prevent the issuance of 

“wordy and rather poorly written reports. Precisely in proportion as it fulfills in 
fact a function of value and importance to policy planners, ORE will need to be staffed 
by the most competent intelligence analysts aveilable. 

As a further commentary of the personnel situation in some regional branches in 
ORE, it should be noted that the tendency is for the branch chief to assume an 
administrative rather than a substantive intelligence role, with the result that the 
intelligence product is often that contributed by the least experienced individuals in 
the branch, and merely reviewed by the branch chief. 

(d) There is little control over the production of etaff intelligence in terms of 
subjects or priorities. As matters stand, it is the theoretical function of the | 
Estimates Group to guide the production of staff intelligence. Actually, the Programs 
section of the Planning Staff is expected to assume this function shortly. Hitherto 
there has been little or no control over the preparation of staff estimates in terns of 
their relevancy to the national intelligence needs, or the need for Shes: As one ORE 
observer described the situation, "the Po2s decide what intelligence will be produced," 

Ges; the most junior analysts are perfectly free to suggest proposals for intelligence 
mupeten their proposals are usually reviewed only at the branch level, and the study or 
estimate is then preduced with only working-level checks with departmental agencies to | 
compere notes and to avoid duplication. There is little or no programming from the top: 
a definition of the fields in which effort should be directed, and a priority listing of 
the particular subjects which should be considered first. The problem is related, of . 
course, to ORE's separation from policy planning; but also reflects a lack of direction 
within the organization itself. As indicated, the Programs section of the Planning Staff 
is expected to give firmer guidance in this field in the future. 

(e) ORE regards the system of clearances and concurrences as a sufficient substitute 


for coordination of departmentel intelligence activities. This has been more fully 
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discussed in Part IT, but cannot be overlooked here. The ‘net effect of ORE's 
willingness to become a "fifth" agency, and to abdicate reaponsintlaey for depending 
upon departmental contributions as the basis of national intelligence estimates has 
been to leave departmental agencies in their native state of independent units serving 
chiefs of staff, etc., and not necessarily the broader needs of national security. 

The agencies thenselves profess to see a need for CIA and for coordination in 
production through ORE, and consider that ORE's failure to give guidance in this field 
has been in some degree a failure of the bright promise of central intelligence, 

(f) ORE lacks a firm and uniform understanding of precisely what "national 
intelligence" is. This again clearly related to the agency's separation from the 
consumers of national intelligence. Since intelligence production as it now exists 
is chiefly a one way street for ORE, down which its completed studies go, never to 
return and to send back no word of the Joy or sorrow in which they were received, the 
organization cannot perhaps be blamed for not having clearer comprehension of its 
mission. Still, an outside observer cannot fail to observe that neither the Director 
nor other CIA or ORE individuals have been able to provide any effectual link with 
the high level consumers of the ORE product. No praise, criticism, nor comment is 
thus returned on most ORE publications and studies, With the result that production 
tends to’ be along the same lines as in the past, with "no eracod epverereted: as 
meaning "good" or “enough.” It is difficult to avoid the sine lusien that’ the Director 
“of CIA should be more anxious than he apparently is to make sures that the completed 
product of his reports section should be indispensible to policy planners. He should 
regard anything lesa than indispensibility - mere "usefulness" or “interestin# - as in 
some sense failure. s 

(g) The ponderous and departmentalised organisation of ORE makes for inefficient 
productions ‘This fact, coupled with the apparent tendency of Mr. Babbitt to go along 
with rather stack administration, leaves two areas ripe for oontention in the daily 

working relations of ORE. One of these is the ever-sensitive relationship of the 
regional branches and the panels to the Current Intelligence Group. This has been 
mentioned in Part I. The other is the equally undefined responsibility of regional 
branches with respect to consultant's panels, Granted that intelligence production, 
or the production of any opinion for that matter, is not a subject for the absolute 
delimitation of authority, it appears that ORE is now ao organized as rather to perce. 
_argument and discussion rather than to provide a means for resolving controversy. 
Granted also that the analysts of ORE now enjoy full intellectual freedom, and should 
have full freedom to arrive at their own expert conclusions, means might well exist for 
the reconciliation of divergent views without the friction and controversy that now. 
exist. | 
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Ty. Tentative Conclusions 


In the light of the foregoing critique, it is possible to suggest 
certain major headings to which the Committee may give consideration 
in arriving at its ultimate recommendations. For the most part, these 
may be traced directly to the criticiems and weaknesses detailed in 


the preceding section. The following are perhaps the most significant: 


1, ‘The task of CRE to produce a distinctive national intelligence 
product, 1.e., reports and estimates involving the national security, 
ehould be designated as ite overriding function. 

National intelligence should be defined as intelligence 
affecting U.S. security on the highest level, both currently and 
potentially. It should be prepared from the distinctive contributions 
of the military, naval and air intelligence agencies» and from the 
political, economic and social contributions of OIR, State, as well 
as by ORE itself. It should be intelligence of the highest quality 
and broadest scope, and representing 4 synthesis of departmental 
contributione in its final fora. It should stress quality instead of 
quantity, genuine significance instead of mere interest, or convenience. 
It should be prepared in anticipation of all international devdopaents 
which are crises or which might reach the stage of crisis involving 

_ the national security. It should also comprehend world strategic 
developments which may affect American national interests in years to 
come, | 

Interpreting national intelligence in this light, ORE should 
cleave strictly to it, and should not undertake intelligence reporting 

of a lesser or ancilliary sort. If undertaken at all, this should be 
done by the departmental agency most concerned, and in any event should 
not be regarded as national intelligence. 

2, ORE must gain access to policy thinking as conducted in the 
National Security Council, the Joint Intelligence Bonmittee, the President's 
cabinet, or other agency of national planning on the highest level. 

‘Tt nust serve this agency or agencies with its intelligence 
estimates, prepared in the terms in which problems present themselves 


to the planners. ORE, for its part, should integrate its production program 
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to the: precise needs of the policy planners, with due regard to its function of 


giving warning to policy planners of future problems implicit in the intelligence 
picture, Thus, ORE must be able to rely upon its consumer for guidance in the 
production of intelligences and the consumer must depend primarily upon ORE for the 
intelligence studies it needs. As a further corollary, ORE must receive the 
operational Setcete of the departmental agencies which will keep it informed of 
the day-to-day development of American foreign policy in the diplomatic, economic 
and military spheres, It should assume or allocate responsibility for reporting 
operational measures to the President and other recipients of its Daily Summary. 
ORE should also develop a more perfect system for the use of special source 
information within ite own organization than has yet been the case, 

. ‘With the assumption of the broad privileges and responsibilities of 
producing national intelligence, ORE “int teen its personnel much more rigorously 
than in the past to consider intelligence in its broad and essentially national 
aspects. It must have a carefully guided system of intelligence priorities, and 
a continuing criticism of its intelligence collection requirements to make sure 
that its substantive efforts are most fruitfully peeendea: It should try to 
develop a high sense of discrimination as to what is national Sitelideende and . 
what is not; and to relegate what is not to departmental agencies, 

3. ORE should undertake a broad and responsible function of departmental 
coordination in the production of intelligence estimates and in the guidance of 
intelligence generally, . 

As indicated above, ORE should tend to rely more nee the past on 
departmental contributions to intellipence estimates; it should encourage CIA 
to establish ORE's right to control the decantusnter agencies in this field, and 
should enforce any responsibilities given to it. By the same token, it should 
avoid research duplication in specifically departmental fields, including that of 
political intelligence. 

In coordinating deparmental contributions to national intelligence 
eatinates, ORE may well continue to afford some "common services" on the order of 
Basi¢ Intelligence and perhaps Current Intelligence, It may also include a 
Scientific Branch for its own estimating purposes and also as a common service 
available to departmental agencies, Its Map Branch, however, insofar as it is a 
service function and not an intelligence estimating unit, might be turned back to 
the State Department, with provision for its fingnotel support there, 


4. ORE's administration must be strengthened in order to perform the role 


outlined here. 
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Some consideration should be given to Mr. Babbitt's present capacity as 


Assistant Director, More particularly, administrative measures should be encouraged 
which will resolve as much ag possible the time-consuming and relatively futile 
discussions and _ reuments between the subetantive intelligence producers and the 
editors of the @urrent and etaff intelligence publications of ORE, If it is 
assumed that the Daily Summary shall continue, its editing should be scrutinized 
and perhaps given to one group as its sole responsibility, giving the substantive 
groups and branches the right only to comment upon briefs which the responsible 
unit shall write. 

5. The personnel policy of ORE should be rigorously reviewed and revised, 

The qualifications of the intelligence analyete, etc., now employed in 

ORE should be reviewed in the light of the strict definition of ORE's national 
intelligence function, and those whoge responsibilities outweigh: their background 
and achievement should be dropped or placed under closer supervision, The 
personnel situation in'each branch should be carefully analysed, and employment of 
new personnel plained to strengthen each unit in terme of its function as a producer 
of national intelligence. Consideration may be given to reducing the overall 
personnel of ORE, with a view to tightening administrative and working relationshipey 
and to providing for more convenient exchange of views within tha, organization, . 
It 18 assumed that the CIA administrative lag in security clearances will be ; 
overcome not only with respect to ORE but with regard to the entire organization, 


Emphasis in procuring new personnel should be put on mature persons of broad 


experience not only academically and regionally, but in the planning and implementation 


PY 


of national pdlicy, Stricter administration should eiiminate any tendency for 
the formation of "cliques" by service or other groups of individuals, 

6. - ORE should keep in close touch with the Director of Central Intelligence, 
who should lend his assistance in guiding ite function, The Director should consider 
ORE his most valuable unit with respect to his duties in connection with the Nationa} 
Senie ity: Counals: He should keep it informed of his own NSC contacts, and should 
take an active interest in the manner in which its estimates are received, comments 
upon their timeliness, relevancy, etc., and should communicate this at once to the 
Assistant Director, ORE, . 

While the Director himeelf is in close touch with ORE, the branch chiefs of 
ORE should seek to divest themselves aes much as possible of mere administrative 


duties in favor of assuming greater substantive burdens. They should take active 
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charge of the production of intelligence reports, and should produce genie 
themselves, on the assumption that their position is justified more by their broader 
substantive experience than by their competence as administrators. 

7. The organization of ORE may perhaps be simplified. It is possible that 
the consultant's panels might be unified, and given a more precise definition of 
their work than now exists, Similarly, the conflict between them and the regional 
branches should be pescitsa: Their requests for additional personnel should be 
reviewed saseruiily in terms of the definite contribution which they can make. The 
question of economics intelligence as assembled in the government should be 
considered by itself, with a view to establishment of OIR or CRE as the responsible 
unit in this field, 

8, The production of Current Intelligence, particulary of the Daily Summary, 
should be reviewed as to ite real value to the government, If nothing else, con- 
sideration should be given to altering its form, to provide more comprehensive 
coverage. Allocation of the function to the State Department should also be 
considered. As indicated earlier, the production of staff intelligence ehould be 
rigorously regulated in terms of the strict re of policy planners and operational 


authorities, Consideration should be given to dropping the weekly summary entirely. 
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